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HRORANDUY FOR: Allen #, Dulles
#))iam B, Jackpon

Mathiss ¥, Correa

1. Tan enolosing a nusber of papers which I hope will be
for our next meoting, which is tentatively set fm‘
evening, the 234«

2. Thase papers include the followings

{a) A tentative age sh will probably be somewhat
omnged Lefore zeeting.

(b) 4 report by Wr, Bpugm "Rasearch and Intelligence,
Despartmant of State", whieh is a summary of Sprague's
findings and rocmndations although 1t is not

yot 4in the form of draft chapter for the final

repart,
{e) A report on '*'Intellimme Inplications of the ogota
Uprising®, oﬂgmany prepared by me sane time ago

and just recently put into ﬂ.nal shape,

{d) A meworandum prepared by me, "Notes on ‘uestions to
be Considered in the Conclusions of the Survey
Growp Report®. This sumoarizes some of ths principal
oM Ae——7  sseuss whigh we will bave to face in drafting our
Tt:;ﬁw»/ fina) conclusions.

25X1 3. | he now corpleting a summry of his findings
and recosmandations in regard to Alr Force J‘.%telligem, and I hope

to bring his report with me on ¥endeyyic ..

4. You already haw some of the other papers which I think
we should review at our mae particularly the "Tentative Outline
for Final Report® and the "Draft Outline for the Chapters on the
Departmental Intelligence Agencies®,

State Department review completed
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PRETATIVE OUTLINE FOR FINAL REPCET

. The follewing oulline sketches tga oontent of & cemprehensive
final Survey Group report vhich oould be clsasifisd *secres” and
subnitted to the ¥atlonel Seourity Comnoil by 1 Januery 1948, It
will probably he necessary $o subnit sdditionan) speclel reports
st the conclusien of ihe Survay dsaling with personalities or with
partionlarly &niieatp natters. It may slso be nscessary to propare
' iri;! summary report whiech would be svailsbdle for Comgresslc 2}
Comnittess and, if necessary, relessed to the public. 2lthosh If we
sope to o domplete agreement with the Zberstadt grouy thelr rejort
might take care of this,

fhe following skedchas the contente of the various chaplers of

the proposed comprehensive re;ort:

{1} A stasemsnt of the terms of referencé inslouded in the Swo
pemorands from Hyr. Zouers, the first one providing for the survey
of Cli ant the second one providing for n survey of the Departsentsl

Agensines.,
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{2) A brisf discussion of how these Lerms of refersnce have Bdeexn
interyretad; the purpose has beem to make s comprehensive examinatien
af our astional intelligenge structure and epﬁtatiana. ax areated
by the ¥ssiomal Securid; Act cad developed in ths individunl Depariments.
¥his hos involved s detailed exnminstion of CIA, which wess crecied ae
the goordinmting sgency for indelligence, and san eoxamination of the
departaentsl intelilgence agsaciss inm order to deterzine thelr secre in
she field of inkelligence and ovaluante thelr relations to sach cther and
%0 Cla.

{3) A brisf statement of the procedurs followed in conducting the
Survey and in sudmitting reports, including sn explanation of the laterinm
reports vhich have deen submitted, snd of the ressons for preparing one

som; rehensive regort,

This ohapter would provide an orientation in the problems which

have led t0 the present inteolligence structure snd would seek %o
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identify the prinsiples wbioh determined the set-u; we now have,
‘ﬁntaranco would De made $o the following points:

{1} The emphanis on intelllgenas as a remdt of our experience
during the war, begianlng with the slleged intelligence fallure that
contriduted to the Pearl Earbor dlsaster.

{3} Cur treditional neglect of intelligencs in the Sarvice
Departments, |

(3] Ouwr srzdisional reglest of esplossge and other foree
of slandeatine operatlions.

(4) Tne wartise saxperience {forionnte and otherwlse) with e
*#antral iniallléencs aganey®, the Office of Strateglc Services,

{6) The need to Aavelop an intelligence organization more sulted
to gur pout-war responsidilities and yover and Sbe exsmipation of this
preblem in conjunction with the reorgenisation of the ¥Military
Botubllishment.

{(6) The principel studles mude of this prodblem and the course

of its hendling: the Donoven proposel, the Joint Chiefs of Jtaff

-n
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Ssufiles (JCH 1161 weries), the Burssu of the Bulget Report, ths
NeCormack Neport, the Lovett Board Report, the Hatioczal Sesurity ict
of ‘i%?.

(7) The historical development from 035 Shrough 535U, 3tate
Dapartzent intelligenos set-wp, CIG, Cli,

(8) &n amalyais of She prinsipal issues which ware debated
during the development of the prement set-uwp and 2 statement of the
prinsiplee whilch vere finally deaided wpon.

{a) The reasen #hy 1t wes felt thal e centrrnl agency

wvas necessary (its functions of coordinnting intelligence activitise,

coordlinating intellligence eslluntes, nnd providing ceriain centrsl

comaon sorvices, inciuding the collection of intelligence.
(b} The position of the eentr@.l‘ agency in the metional
structure (1t relstionship o the President, Joint Chiefs of

S¢aff, Xationnl Intelligence Autherity, Hationsl Security

Cowneil, Departmental Secretaries.)

EGRE!
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(o) The funstione of the depariméntsl intelligence services

and their relations So the central mgency.

This chapter would attempt to saslyze and dovelop standards for
& antional intelligense system sgninst vhich we can meanure Wat we
sov have and maks recomsendstions for imrovesent. The follewing
are sose of the points which veuld have to be discussed:

{1) An smalysis of the concept of a nstlonal istelligzence systes
and of she position of & centrsl intelligence orgenimtion. Thise

would iuclude an exasinstion of the following prodleas,

{a) The role of depertmentsl intelligence in wartime and
peassbine, washington wnd overssas.

(%} "z'ho nesd for ccordination of intelligence aciivities,

(s) Thas need for ccordisotiocn of intelligence opinica.

{4) Tho need for providing certaln common central services,

inoinding the colleotion of seerst intelligence.
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{2) what should be the strustursl relationsdbip of a central
intalligence agensy to the polioy-making agencles of the Jovernment
in order to determine who shnuld gontrol the central agency snd how
the necd for independence in the centrel sgency is to be resonciled
vith the ased to wmoke 1te wory relevant to ojeratlonal regulrenents
sad of use to tho ;ollcy makers, 7This 3dll regulre zn analysis of the
concept “iutelllgence is p functlon of comzond® ond n detormination of
i%8 relavance t¢ ouwr prasent problems.

(2‘5)7 The guestion of persomnel aud lesdership in intelligencs,
the proper belanoe betwesn civillss and miliitary partlelpstion znd the
aved for dralned profeesicnnl persossel.

{4) ‘e nesd for m'm'i'by end Row this L8 to be mel,

(5) "he relatioaship of secret intelligence collestion %o
$he functions of coordinstion and whether these should be combiaed
ia ihe scme orgmnalzation.

(8) m relation of seoret lntelligence to secred operiiicne.

(7) oOrgenizstion in jescetims amd in war tise.

ibe
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This ohapter would comprise » deseription of the legal -nd

structural set-yy whieh we now have. Ii woulld lnclude the followlng:

(1) An anelyeie of the position of 0lA ar defined in the Es'mf:iml
Security Act; the rele of the Director of CTt in rel=tion to the
Presidont and the Depariments.

{2) The intslligence responsibilitios of the departmentcl
agesciee, inoluiing Avmy, Vavy, adr St-te, ARC, end JIC,

(3) *he resyonsibilities of the Katlonsl Security Counell for
$he goordipation of intslligence,

{4) The poaition of tho Intelligence isdvisery Jomnittes.

(8) %he T. 3. fommunioations Intslligence Bonrd,

{8) An analysis of the prineipe) existing directives, inclullag

$he Zationsl Security Couneil Intelligence Iiractlives,

\
This chaptsr wowld include nn oversll sketch of the arganizatiay

Approved For Release 2003/10/22 : CIA-RDPSGS%‘SSOOOSOMZ-G # 1
\ \



Approved For Release 2003/10/22 : CIA-RDP86800M¢050032-6

B "
Q: 014 and o detsiled examination snd evaluation of its manageriel
set-up and of iis administrative operatican the Direotorste,
Adstnistretion nnd Msasgement, Inspeoetion and Sesurily, Genersl

Counsel. Tvalustion of CIA sesurity, sdministration and personnel .

Tais ehapter would include » deteiled exanivation of the organi-
sation and operations of ICAPS, 0CD snd OPE (with reference %o thelr
goordinating functions), sn appraisal of CIA's achievements in

coordinnting intelligence astivities end how this rasponsidility can

best be carried osul,

his would involve an sxamisstion of {7t apd 050, an appralssl
of their acoomplishments snd of the adequacy of the present

orgenization and reccmmendations for improvenent,
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This chapter wvould deal with ORR, its orgamization, activities

and contributione to she intelligence ploture, and what shounld de

CIs's role in ovaluakinz intelligence,

This would cover the extating work of the Spscisl Frovedures
Bremoh in OS50 and the proposed arention of amn Office of Special
Projocte in aocordence with BSC 10/2, mnd inolude recoussndations
for making them effective and relating them to ssorst iztelligence

and to government p&ncin.

An exsmination of the organissbion, stresgth snd positlon of the
{intellizesce ngensy in the Departaent of Sinte, including a definl.
sion of iss fislds of motlvity =nd an sppreisa) s=nd recommendatlons on

its relationshlpy to Department nf State operations, %o other Departiments

Approved For Release 2003/10/22 : CIA-RDPSGBOS&%‘IOOSOO32-6



Approved For Release 2003/10/22 : cm-m%ssoozeem“s

«i0=
sad to ClA, Hormsl State Dejartment operations in relation %o

intellizence,

his part might include chapters on the Joisnt Intelligence
Cosmittee, the Atomie Enerzy Commiselon, and the Pedeorsl Bursau
of lovestigation. However, inasmuch es our charter does not spoeoifi.
oally include these mgemeles, 1t would probably de better to refer to
them in other appropriate chrpters rsther than devols individuel
shapters $o each cf thes,

FAR? ¥ -~ SELECTED PROBLEHS
(for example, the following)

Approved For Release 2003/10/22 : CIA-RDP8%0500050032-6
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e 1s highly doubdful)

This would be an sttempt to sppraise the importance of
eemrunigations intelligenoe in relstion to the other sources of
iatelligzenos under prasent circumstances and to examine whether thers
is sffegtive dissenination of comzunications imtelligence and vhether
1% is deing properly usad ia relatlon to other matarials and to recommend

jmprovemants., (Perhsps this shovld Ye subsitied in = neperats réport).

This would De an exasination of how basis intelligence (e.s.
topogrschic, economic, industrial, etc.) of common consern ¢ aéveral

departuents in now handied and should be handled.

This will be an ezaminstion of the ocncept of nationsl intelligence
sstinates, the coordination of {ntellligence opinion =nd the way ia whioh
this problem 1s Deing hendled st the present time and chould be handled

as between SIA under e Fmtional Zecurity Cowncil snd the Joint

~
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Intelligence Comaittes under the Joind Thlefe of Staff. (Ib may
e possidle to cover thess sudjests in Chapters UV sand fzi}.

Shaxter V1.  Cognler lstellizencs

!hli ehander would sttex;t to take = oross section ¥hrough tha
tnriéus interested dopartments znd agencles, inclulimg Olk, State,
the Sarvice daﬁ&tta&nts. and the ¥8I, 4n order to appralse the
offactiveness of activities and coordination ip counter intellligence

gatiers,

There is no special agenoy resjoneidle for selentific intelligence
satters, sad thers should probadly Ye & specin)l ehapter on thls cudbjest
uhi%h would sttemps to define vhat sbould be the respective responsi-
tilitien of the various departmonts and of CIh and the means of cen~
serting thelr efforts,

Examples, draws from recent sxperience, of how particulsr prodiems

Approved For Release 2003/10/22 : CIA-RDPSGB(SEMOOSOMZ-G
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were handled, with respect tc the sollection, evaluntion, disseminstion

25X1 and uas of intelligence
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NOTES OF QUESTIONS TO Bii COISIDERED I THE

CONCLUSIONS OF THE SURVEY GROUP REPORT

1. CIA's Position in the Government as Established by the Rational
- Seourily Act

2. CIA's Functlons as Established by the Hational Security Act
3. 'The Coordinction of Intellizence Activities

4. The Production of Intelligence Estimates

5, The Performance of Common Services

6, The Combination of Coordinating Functions and Operating Functions
in a 8ingle Agency

7. The Relationships Between Secret Intelligemce and Seeret
Operations

8. Organization and Admindstration of CIA
9. MNobilization Plans
10. The Coordinztion of Counter Intelligence Activildes

Approved For Release 2003/1 0/22 S-RPP gB )0269R000500050032-6
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These notes set forth, for purposes of discussion, observations on
some of the princips) questions which will have %o be considered in the
Survey Croup's conclusions. It is hoped that they will help define some
of the principa) lssues so that these can be kepi tlearly in mind as we
work toward the completion of our report,

The Hational Security Act provides that CIA is %o perform ite

duties "under the direction of the Hationnl Security Coumcil® and
geaerzlly prescribes that CIi is responeible to the XSC, In the

1ight of the history of intelligence csince the war, the N30 is secn

fef this plrpose, as the successor agency to ths Hatliomal Intelligence
Awthority, vwhich had supervision over CI@. During the diseussions in
1944 and 1940 on the creation of i central intelligence agency, the
argusent was very strongly made that the agency should be mede responsi-
dle to the departments vith operating responsibdilities and it is te

be precuned that it wes in light of this argument thad CI0 was made
responsible to the WIA =nd CIA is nov responsidle to the NSC.

In pructice the Clibae opsrzted largely in an autonomons menner,
with 1ittle control by the National BSecurity Oouncil, exeept in such
matters of jnterdepartacatel coordinaticn as Cli has bdrought to the
atteation of the NSC as required by statute. The scrimonious argument
iaet fall s= to the proper status and function of the Intelligence
Advisory Committeo (wth t‘f ﬁ&win be an adviesry committee to the

Approved For Release 2003/10/22 : CIA-RDP86B00269R000500050032-6
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Director of Central Intelligence or a board of directors ropresenting
the National Security Council), illustrated clesrly the nature 51‘
the issuer that is, to what extent CIA would b= effectively controlled
by the various departments with operational and intelligemce responsi-
bilitles,

In fact, the WSC has not glven eficctive supervision to CIA,
and the ereation of the Survey Group is a result of that aituatiﬁn,
Thers hae been no determimtion by the NSC of CIA edministrative
and operational probi'.ema, although the NSC has, by ratifying the
intellipsnce directives proposed to it by the Intelligence Advisory
Comnittes, determined certain jwrisdictional problems and prmed&as
(the series of nine National Security Council Intelligence Directives).
Controversial issnaé,} however, have sithor besn resolved or side-
stepped at the level of the Intelligence Advisery Comdttee or hav:
bean handled by the Secretary of State or Secretary of Defense

rather than by the NSC itself

It is because of the looseness of the control presently exer-
cized by the RSC that proposals are frequently heard, particularly
in the Military Establishment, for bringing CIA into *the chain of
command”, which is usually interpreted to mean placing it nder the
deint Chiefs of Staff or the Secretery of Dafense. In examining
this preoposal, & distinotion should perhaps e made betwsen its
applicabllity to CIA's coordinating functions on the ons hand and
its operating furctions on the other hand. It may be that CIA as

& coordinator of ties should be rd by
Approved For Release k) - Q%IE}RDPSGBOOZGQROOOSO(%?&M 032-6
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National Sccurlty Council which represents all of the principal

agsnclies concerned, bt that CIA as an operating agency should
be mors directly controlled by the departments, This problem has
in fact, “oen recognized when the recent assigmment to CIA of
responsibility for secrst operations was very carefully safe-
 guarded by provisions giving the Smrgmy of State and the
Sscretary of Defense controlling responsibility over thase opers-
thona,
In this connection, it whould be noted that CIA does not have
 statutory authority to conduct operations abroad, but that these
respongibilities have been ziven to it by the KSC, which has in so
doing simply decided that certaln "common services" should be per-
forned centrally. |
The Survey Group will have to decide whather to recommend
any change: in the position of CIA in the Goverrment. Such a
recommondation could take several forms, such as proposals for
'mm of the statute, if this appears necesasaryj an attempt
to define how, within the limits of the prosent law, a diffe-entia-
tion shovld be made betwaen the variocus types of CIA activity; or
& recomendation as to the status and responeibilities of the
 Intelli.ence Advisory Committee, including its relations with the
Joint Intelli ence Comrittee of tie Joint Chiefs of Staff,

Under the Mational Securlty Act, the functions of CIA “under

the direction of the NSC" may be summarised as follows:
‘ B g
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gﬁi&iy Council regarding

Govarnment intelligsnce activities.

{a) To advise the

(b) To make recommendations to the Naticnal Seeurlity
Council for the coordinstion of 4intelligence
activities.

{c) To correlate, evaluate and discemin:te intelligence
related to the Kational Security.

{d) Ae directed by the National Sec.rity Council, to per-
form common services for the existing intelligence
agencles.

{e) As directed by the National Seourity Couneil, to perform
other functions related to intelligence,

Thus, CIA does not have the independent right of coordinating
government intellisence aotivitiesy it ¢ n only advise the NSC with
respect to thelr coordination. On the other hand, CIA 1s given the
indepsndent right to "correlate and evaluate intelligence relating
to the national securify", and it haz been the manner in which CIA
has exercised this right, through ORE, that has cauwsed a considerable
proportion of the critieism of CIbe the énpsrtmnta; Finmally, to
repest what was said above, CIA has no right to carry out "operations
ﬁ‘pianage, subversive activities) except as authorized by the
National Ssewrity Council.

Insofar as the statutory provisions are concerned, tl» issues
with respeet to CIA's functions might be sumsarised in the following

guastions:

{a) Docs CIA have pde ;fgmge pufiiclent authority to
Approved For Release 2003/10/22": CIA-RDP86B00269R000500050032-6
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coordinate government intelligence activitiesj if
its authority needs strengthening, could this be
ahiom within the limits of the presaent law?

(b) 1s it desirable for CIA to have the right given it
by statute independently to correlate and evaluate
intelligence; 1f not, does remedy of this situation
require amendment of the law?

{e) Inasmuch as the law does not specifically suthorise
CIA to carry out operations, but leaves this matter
to the discretion of the National Security Council,

what atatutory ?;hanges, if any, would be necessary
if 1t 1= recommended that CIA's responsibilitiss for
operations be modified?

In devsloping the plans for CIA and its prodecesser, CIG, the
prixﬁ.pal emphasis was placed on the need for coordim ting the
intelligence activitle:s of the various deparitments, so as to improve
effectiveness and eliminate waste and duplication., It was felt that
in the absence of a completely centrallzed intelligence structure,
which was held to be undesirsble, a central agency should » respon-
sible for developlng and supervising a coordinsted intelligence
program, including ecllection, analysls, appraisal, and dissemination.
The reaponsibility for this task was placed on CIA, subject to
dgpartmental control as repre:z‘ented in the Natlional Security Counecil
exd subjedt to mﬁ%l%vig&gt;%rﬁ:&? 1o the Tmes1ligence

Advisory Committee. . '
Approved For Releasé 2003/10/22 :-CI\-RDP86B00269R000500050032-6
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of collecting intelligence (0SO and 00) and produciig its om
intelligence (ORE) rather than on the coordination of departmental
activities, The various National Security Council Intelligence
Directivos establish certain formal rules for coordination on the
basis of certaln recognised responsibilitles of CIA and the depart~
ments mapectiéely, but there has in practice been little sustained
sffort at goormﬁ.mtion under th- leadership of CIA, It is probably
fair to say that CIA*s responesibilitles and performsnce in the fidd
of eoordination have produced little substantiel effect on the
operations of the various departments. The directives which establish
the basla for coordination are in most cases the result of so nany
compromises by the time they arc submitted to the National Security
Councdl &ravp:;emi th ¢ it 35 quostionable whetier tley give CIA
the necessary authorlty to coordinate ef:Zectively, even aam;'tg
the ability and the will to do so were present. It is deficult to
determine whother the responsibility for this failure ldes in defects
of the prosent structure for intelligence or whethar it is chiefly
a result of the failure of CIA's leadership to perfarm g—!%' migsion.
It is probable that this fallure may be in part a eonsequence of CIA's
natural preoccupation with ites own operating ond pro&uggéxg"ga;
than with the seemingly thankless task of coordinating the work of
. other aganciss,

An adequate appraisal of this dif:icult preblem would necesssrily
have to define the areas of responsivility of t.ha central agenoy and

the departmental sgencles respectively. A%t the present time, this

*f' S .
o =

e
i

&,
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clcﬁniﬁ.m is not clear and nok’? only is ﬁére dnplicatien-;m over-
lapping (not all of wiich is necessarily undegirable) betwesn the
departmental agencles, but now thers is the additional duplication
and overlapping between these agencies and CIA, Our answer to this
gemaral problem will depend in part on owr answers to the following
muﬁmt

(a) Should CIA have the authoriw to ceardimto intelligence
aotivitios audy, as at praaant,ﬁ,-ith the approwval of the
Intelligence Advisory Comndtiee and ultimately the
Mational Security Council?

(b) Should CIA be regarded primarily as a socardimeting but
pon-producing and non~operating agency, with the rimary
task of developing and making more effective the work of
the departmental agencles? .

(¢) Are the present National Security Council Intelligence
Directives sound, baseu as lhey are upén the prinaij:la
that there are certain areas of "dominant interest”
assigned to individual depariments, other ill-defined
aress in which all tho departments have an interest,

and, finally, & loose coordinating responsibility assi ned
to CIA?

Under the law cn is assigned the duty "to correlate and evaluate
intelligence relating to the pational security". In practice, this
‘has meant that CIA has produced s fairly larpe quantity of peraphrases,

sumparies, and appr;isala of mglligenca questions, large and amall
&ir B e
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It bas used for this purpose its omn material and all of the intelli-
{ gencs material available to it from other agencics, Far the most
pexrt, this work has been done by CIA independently and on its omn
responsibility although, to some extent, in consultation with the
departmental agencies. In zeneral thls work has not been dore in ‘
responge to the known requirements of the policy makers or inHght
of our own plans, This CIA product has been disseminated to the
various congumer azonciss who in general have Yooked upon it as &
. possibly useful, scmetimes annoying, and always secondary contribu-
tion to their own requiremsnts,

There is, at the present tims, no coordinated procedure for
producing what might be ealled national intelligence esﬁmﬁs.
CIA has done this to a very limi tad extent, as polnted out abvove,
The Joint Intelligence Committes, representing only the Armed
Services and the specific planning requirements of the Joint Chiefs
of Staff, has produced broad estimatesg but without any participation
by tha State Department and only with the bensfit of comments by
CIA and not full participation. Finally, in the State Department
the Plans and Pollcy staff in pgrbimﬂar 18 conternad with broad
appralsals of the world situation and political estimates of
Soviet intentions. These have tmtil now bean use only for State
Dspartment purposss, but .
Fational Security Council channels, However, there wus still no
bridge between the State Department and the Joint Chisfs of Staff

in this respect, CIA has not served this purpose and it is apparent

s s‘f“ e
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that CIA, as it presently operates, is imidentany useful, but in

some reapects superfluous,

In order for estimates to be effective, they must mecet certain
conditionss |

{a) They must be prepared with a full knowledge of ouw own

plans and operations,

{b) They muwst be ralevant to our current operational require-

pents,

(¢) They must corbine Joint Chdefs of Staff and Stat Department

thinking and requirements,

The issues with respect to estimates of partieular and even
technical matters are very much the same and it can be sald that
today, with the exception of the fleld of atomic energy, there is no
sstablished procedure which fulfills the above requirements, There-
fore, the problem with respect to tho production of intelligence
egtimates may be summarised as followss
(a) Doss the CIA,as presently constituted and ss it now operates,

gerve to produce or to coordinate the production of intelil-

gence astinates?

(b) How should the inter-rlationship of the CIA, the JIC,
and the State Department be readjusted so as to correct the
present situation? '

{c) Can these adjustmonis be made without altering the mresent
methods of operation of the Joint Chiefs of Staff aml the |
rel:tiona between the State Depariment, National Sceurity
Council, amd Join?@iyfs of Staff respectively”
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In establishing CIA, it was recognized that thers w;re certain
somzon intelligence matters which could more effectively be handled
:’Ln. one place, and the National Security Council was authorized to
deternine what services of this kind GIA should perform. By virtee
of these provisions, the CIA ha'ﬁjfgj uthoriged to conduct espionag,

secret operations,

and eatahlish a bio-

graphical register of scientific personalities. CIA has also de-
veloped certain activities which, while not specifically authorized
&5 common services, operate, in fact, as such, such as the Foreign
Documenta Branch eszOO o the Map Branch of (RE,

In genersl, there are two kinds of comoon services--in the
first place, those which are operationsl, such as foreign espionage,

the performance of background research in which several

sgensies have an interest, for example, transportation, Communism,
industrial facilities, petroleum, scientific developments, etc.
Instead the Basic Intelligence @roup of ORE has assumed & coordinat-
ing function for the purpose of assisting and guiding all of the
partieiputing egenciss in the production of that form of basie

: P T S 4
Approved For Release 2003/10/22 : CIA-RDP86B00269R000500050032-6



E E00269R000500050032 6

s Rl
< Approved For Release 2003/104

intSliigence for vhich eseh is bent qualified. 7hus, by w-very
det iled aseignment of res.onsidilities, individusl ngencies
shroaghout the government rre made responsidle for keeplng wup-
So-date particular fields of intelligence snd for making appro-
priate contributions to the Hational Intelligence Surveys, which
CIA is So edit amd prédacs in final form, One result of this
arrangensnt which is not & compreheasive assignment of recponsi-
 bilities for all purposes, is to be that many agesuies ars angaged

in the same type of work, even though only one of them may be for-
mally respoasible for contributions on the subject to the iatlonal
inselligence Surveys. I% would be difficuls, for exzmple, to know
to wvhich esingle place to turn in order to have anthoritative infor-
sation on such subjects as world communlsm, fqrbign’ developments in
elesctronics, foreign -etroleum facilities, transport:-tien facilities,
ete. fLlthonsh the rrodlem does not seem to be alive in pecple’s
minds, the question will de ralsed :hether thi- is n satisfactory
stzte of affalrs.

e mist, therefore, answer the following nuestions:

(a) What comzon services concerned with bBackground reference

" and research should be centralized?
{v) what background reference and resenrch activities should
be coordinated gentrally?
'{¢) that should be the machinery to achieve these purposes?

The other kinds of common services are the operstional ones:

25X - forelign espionsge, secret operations, and /

25X1 Thers is, at the present time, no merions
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controversy regarding these 'i 33 ‘ganerally recogni.ed that
they should be performed eentrally. Arguments heard at variocus

times that there should be several espionage services are now

seldom heard. |

25X1

today 1ls not whether they should be performed centrally, tut rather
the following:

25X1 . (a) Is the existing arrangement sailsfactory whereby:]
25X1

are separate offices, ame linked only
be the Directorste of CIA? Should there be a closer
relationaship between them?

25X1 ressinder of 00 (Foreign Broadcast amd Intelligence

Branch and Foreign Documents Branch) and joined in
some mamner with the intelligence operations work of
" 0807
(o) How should thess centralized common operations be set
up in relation to the coordimtion of intelligence
activities and the coordination or centralization of
of intellizence rescarch and refsreme functions?

25X1




25X1
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6, 'The Combination of Coordinating Functions and Operating Functions in

a S4n A

By virtus of thc provisions of the Natlonal Security Aet which
assigng certain corrdinating functions te CIA and authorizes the WSC
to assign to CIA certsin comwon services, CIA now combines bolh coording-

ting and operzting functions, the ena;és;;igned by statuta, the othsrs

- by the NSC, ¥hen the reergzanization of intelligence was heing discussed

in 19,5, there was much debate as to whether the central azency should
combine coordinating and operstinz functions, It 18 not clear why the

dsclision was taken to combine them, alth-uzh it does seem clear that

the principal responsibility of the central agency was to be coordination

and that one remson why the arency was pormitied to engase in operationa
was that there seemad to *e ne iat.isfactcry altermative,

Thare ig n- intimate relationship between CIA's cperating functlons
(the collecticn of secret intelligence abroad and the new secrot operaw
tions activities) and 1ts other funciions, CIA's secret sctivities
sbresd ave not carriod o.ut on behalf of the other parts of CIA but on
behalf of ithe principal operatin: agencles of the Jovermment. If, as is
probable, e propose to recommsnd c chenze in the functioning of ORE,
the iola,ticrzsiﬁ.ip #ith 080 will become even less close than it now is.

The arsuments acainst combininy these twe typss of fun-tions might
be summarized ag follows:

(a2) The security of sacrat operations 1ls Jeopardized as the

result of being part of an agp‘ ] \ﬁs other, lasa secret,
42

Gt
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{b) There is no inherent relationship betwesn the two types

of functions, one of wich is a service function performed on
behalf of the operating =gencies, and the other s coordinating
function performed in &8 sense to coatrol thoso agencies,

{c} As o result of combining the functions, the coordinsting
responsibility is neglected because the operating function is in
wmany respects casier end more fascinating,
| {¢) 4s e result of heing zssecicted with & coordinating sgency,
the operating functions are not performed with sufficient regard to
the requirements of the departmental agencies., Consequently, for
sxanple, the Depa:-tnent of Stete does not feel that it has any
particular responsibility for 0S80 and, =8 another example, the
satablishment cf a satisfactory status for the new Office of
Special Projects could only be arrived at by reecognising the
principle of departmental control over the operations,

Although the operating functions could be removed from CIA without
amending the law, this might be regardsd as a violstion of the inient
of Congress. The question would alse arise where to place the operations.
It is possible that they could be placed more directly under the contrel

of the Secretary of Stzte or Secretary of Defense while still using CIA
as the administrative channel for funds and as providing the legsl
suthorization,

This preblem hes alresdy been dealt with to soms extent by the Survey
Group in its Interim Report No. 2, which commented on uational Sécurity Coomere
proposals for secret Opmtion:: vw‘!f

R
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established, secret intalligence and secret operations are two separute
offices within CIA, with their respective Chief's on the same level be-
‘meath the Pirectorate of CIA, It is difficult to predict how this will
work out in practice and whether the Director of CIA will be able to
give these two closely inter-related activities the necessary coordination,
It is obtvious, however, that the relations between these two activities
are much closer than, for expmple, thoné between OS50 and OCD or)\CSP and
ORE, and that the present structure doss not recognize this, It is
alsc true that these two activities are of major importance to the
national interest and to the conduct of our foreign pollcy, whereas
under the present arrangements they are submerged under e Snresmcratic
hierarchy and slaced at & level no higher than that of other activities
of much less importance, The final report of the Survey Group will have
to consider this relastionship and propose appropruté recommnendations
for close coordination of these two activitles without jeop#rdising the
security of their respective operations.

8. QOrgantsation and Administretion of CIA

#e m11) have to consider the standmrds w:lch should govern the

sslection of top personnel in CIA, te wi1 probably want to recommend
thet they should be primarily civiliens, that there should be continuity,
that thsy should be pormm of brosd experience amd including, if poasible,
intellizence experience, Military personnsl should be deteiled to the
crganijeﬁan but uhom not normally occupy the positions of principal
responsibility. It is questionable whether our recommendations in
regard to individuals now ocrcu;y%ng n posts should be included in

e L Y T

our forma . the msc. | BiuFd W
formal report o HSCw . ""ﬁé‘i"i— 3
.":l,‘-t-.‘.‘f'" Ll
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““%s will have to consider what ahaugq:-e proper st®idards for

the administration of an intelligence agency. Am_ang them ere flexibility,
security, compactness and an intimate relastionship between management.
and operations, It is questionable shether CIA satisfies any of theme
criteria,

¥e will have to giwe consideration to the question of security, At
the present time sesurity of CIA seems to be jeopardiged by tho sizo of

- the organisation, the varlety of ite functions, scme of them highly seeret,

others much less so, the survival of some of the 0SS methods of semi-overt
eperations and certain buremvcratic requirements, |

Wo will want to oconsider the stetus within CIA of the various offices,
their relationship to the management and to the outside agencies with
which they have dealings. In gensral, it can be sald that these "offices™
ares not comparable in nature or in importence, that they ars teoc much
dominsted by Yke administrative and bursaucratic considerationg and that
they are impeded in thelr relationships with other agoncies,

" ﬁobig'isatmv, Plans

The finsl report should include an sppreisal of the present plans
of CIA and the other azencies for mbilization in tho event of an
emergency as well es recommendetions for their improvement, The informa=

. 25X1
tion now avallable on this point is fragmentary. This problem includes

10, ZThe Coordinstion of Counter Intolli-ence Activities
Ws have hithdrte paid relatively nttla attention te counter

A‘-
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1nt§!!igenea and do not yet have “faote on whioh to bas¥® tentative
conclusiona, Among the points which should be oovered eret whether
counter intelligence nuzs been glven sufficient support in 080, the
reolations beotwesn CIA and FBI, responsihilities for counter intelligence
research, relationship of countor intelli  ence opsrations to deception
and psycholezical warfare, and the verious plans and operstions of the

Service aroncles in the counter intellizence field,
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RRSSARQH AWD zm:.xcmc:
DIPARTNENT OF STATS

I. Orgsaismstion

‘

1a one mejor respect the intelligence organiuﬂoa of the Depariment
of S%sbe differs from the intelligence sgencies of the militsyy depariments
and froz the Central Intelligence Agency 1tself; it is an intelligence
ageucy vithin an intelligence sgensy. This fact, which must be u#éerstood: |
at the very outsel, conditions what it does in the Department, detersines
its sfatue thsre, an? may well control its fubure. I% cannot 'béi averlcéﬁcﬁ;.

$ince th,e time of Thomas Jefferson, Charles Pinckney and é‘nhn Jay,
the Depertment of Stzte has been receiving information from its representa-
‘lifai‘a&rn#_ on the political, military, social and o&onollc yoftnre of
astions. From the formsl amd limided reporting of the *diplomatic corres-
pendence® of the eighteenth ceamtury, this flew of information on events
sbroad has grown to the vast flood of data om sll subjects sad all develop-
nents which nov rmhﬁ the Martﬁont' of State or each dzy. A% lesst linée
the (ivil ¥ar, inarican diplomacy has stressed the collection of information;
and American foreigm policy has besn formulated 1ﬁcreasina;r on the basis
of Snovladga of the situations with which it cdpos.y A |
It 49 upon this old, honored and enormously ramified organisa for lghe
ecllestion of inforszation from all pcxtav of the world that the present Re-
sesrah and intentzence organization of the Department wzs superimposed in
Septemder, 1945, I a@, in effect, full growm, aineé it represented the
®odily transfer of the Résearch and Intelligence (RAA) and Preqaniatian_u:
s$affs of the Office of Sirateglo Services %o the Department. Beeause 1t
had been oreated eu&sidc the 'ﬁeparinept. and bgeaim its fanctions importantly

s ror e CONFADENTERE ¢
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 ealled "intelligence” ssemed at the very least to parsllel those alreedy
' d.zm;ﬁ by the politicel offices since the time of John Hay, it was
sat with suspicion and sloofness from the start. Its separate ebuécter.
and ﬁa status of "not belonging® heve clung to it since, and cennot ﬁe
iguored in sny consideration of its possidle future. ‘

The inmch and InYelligence staff has slready, in the three years of
148 attachoent to the Dupni'taent ¢ endured organizational vielsaitudes vwhich
many of its meabers hsu considered out of proportion to its mncamlngs.
Iss firet chief, Col. Alfred ¥4Cormack, formerly of G-2, 1introduced it to
the Department as a unique and txtanuin service, which weul&‘ alter exiating
_mﬂsmts to a declsive degres. His pertinacity, and the breadth of
astivitity he envisiéned for the o&gammm.rmea to impress the unio;r
asthoritien of the Foreign Service if not the bvyirtmnt,l and he retiu& to
the practice of lav in 1948, Eis sucessor vas Colomel William Bddy, USKGR,
former president of Hobart College and an officer with a di-tingnishe& record
in foreign intelligence operations in Ltrica prior to the invasion of 1942, ‘
Under his leadership, the intelligence orgenization was droken up and its
Fesearch ﬁor:onnel—-virtully its entire staff of substantive analyste=-wvers
plased under the sdministrative sontrel of the political offices of the De-
parizent, The "Russell Plan® of organiszation, as this arrmgeﬂant naned
~ after Assistant Secrstery Donald A, Mussell was called, was reversed in 1947
vaen the prasﬂzt Reuarnh and Intelligence staff smerged. Col. Bddy was in
tarn meee&aﬁ lut yoar by Mr, Park Armstrong, & former economic analyst
asd G-2 officer, who was sppointed Special Assistant to the Seeretary for
Researsh and Intelligeace ("R*), with status equal to an assistent ner%%%‘-
The ratber violent chenges in its orgauization, its newness and btguméu

L) FILENTIAL
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3% Ahe Department, and the shadowy distinetion between the collection and
asalysis of information in the policy offices of the department, and that
soouring in the intelligence srea, have centinued vtc.» meuld its position,
asd to shape its function and degree of responsidility.

, Pesition in the Department
Miﬁ amininc in more dttsﬂ. precisely what role the R organization
pll;rl ia ﬂu ﬁqu‘tnnt. it ia n&enm te. ] 1oca.te it unhin the la.rger in-
sslligsnce orgamim et whuh 1t i3 a constituent part. Zﬁm Deprriment melf

somprises five major branohn which formulate American foreign policy. Chief

#f these =nd ccewpying » position of preeminence with respect to other policy
staffe, 1s the Political Affairs brench, which undertakes the study and foram-
wation of ie’?;m paliéy ia the political sphere. Its actiﬂ.tini are cone
dusted 12 intiaste relation with those of the Policy Flanalug Staff, an
m attuhed directly to the Secretary and Under Secretary, but concerned

'ﬁﬁ all phasu of ponc;r, and with particular rnponsibllity for the pro-

Jestion of poliay 1;1;9 the strategic fubure.

e four rmisiu 'tr;.nehaa are functional. ’ﬂu;r deal respectively
with Ocougied Arnl; Mfcd l‘ationg. Beonomie Affairs, and ‘rmsportattm ami
Meéuoa. Serving thou staffs who collect snd rctina .tatormtien bus
wiiieh also sake muu d«hions sre the Administrative and Legal Affairs
Wreaches of the Department, snd a considersble establishnent devoted %o Pub-
iis umm the activities of wvhich range from the pmxcamn of historical
satsrials dealing w}.th Mnrim foreign policy to the hotly c,untengorery

 *Voiee of imerica.” Among these staff or service organizations, whose fune-

sm ;t is to asalst the policy offices, dut not tovnakc poliay, 1s located
Is Rewearch and Imtelligence staff, | |
. : ( .

o > , ‘ YOI |
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¥he function of the Specisl Assistant—-and of his organizetion--is
defined more or less as tu&iowa in the official charter: ‘

{a) %o afvise and aselst the Secretary in the development and imple-
mestation of a comprehensive and coordinated forelgn-intelligence progran
far the United States. |

(h) To develop and inp}anant a coordinated program for positive foreign
iaﬁiiligaaee for the Department, {ncluding prdcnrement of informatiocn and
the profuction of intelligence studies and spet iatelligence.

{¢) To fnitate snd develop, ln collaboration with appropriate geo-
€rsphle, functionsl and administrative offices, such instructions to the
field 28 may be riqnired for dspartamentzl and national intelligancé programs,

(4) To deteraine which of the information and materisls flowlng iato
the ﬁepa:tuint are required for the prodnction of timely intelligence.

.(i) %o sdopt specizl security measures as required by the mature of
the vork performed, |

{2) !§ gerve as the reprasentative pf the Secretary on the Intelligence
Advisory Tommuittee and eth?r inter-agenay 1ntolligencc eommittées;

The Research aad Intalligcnce branch thus performs a staff function,
bt not an intelligence staf? function striecily analagona to thono discharged
Yy 8~2 in the Army and ONI in the Favy. Yor as mentioned oarliar. Rssoarah
and Iatelligence 1s an intelligence agency within an intelligence agency,
which alse performs policy, or operating, fwnctions. Thus althoush Re-
ssarch ;nd Intelligence is directed "to implement a coordinated érogram for

penitivé forsizn intelligeace” in the Department, no distinctlon is made

“CO,FIDENT NTIAL.
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Patveen the informstion which 1t may thus secure and ihat.ﬁhlch normally
fiows to the Department from its missions and iddividusls representatives
abread, !he‘datie# of Research nad Intelligence are not unique in the
Dapartzent =5 are similar dnties performed by G-2 and ONI in thelir respec-
tive négan::atibn:. Bor dces Research and Intelligence snjoy in fact the
ntua‘atatuh as its nilitary opposites in its responsibility for keeping
p&ltﬁy-mk\ers'lnfomd Insteed of being the sole source of 1nformation or
of flnidhea intelligence reports, it is merely one source vhich may be efi-
ployed if the policy-makers so desire. It has no necessary or unchallengod
:i¢h§ to contridute to the stmdy of policy rrodlems; or, stated in another
way, 1% has no right to iasist that 1t be consulied in coanection with the
making of policy. Like the extra gear of e ‘motor vehlele, it Bey be om-
ployed or not employed as the nature of the situation and the convenlence
of the policy-makers seesm to dictate. That this is not an *1together idesl
arrangement, either for Ressarch and Inxelliganee or for the policy-makers
$henselves, will be indiczted in some detzil later in this paper, 1In the
 meantime it may be postulated tbat B bas no policy functien.of its own,»
/naa Be right %o demand thet it be consulted or its reporta resd, Having
thus indiceted 1ts sct}ing and ncnething of the nature of its rquonsibilities.
| et s desariba the cr;nniuniion and structure of Resesrch and Intelligunco
as {4 pov exists in the Departnent.

Organization
!ﬁa G2rice of the Specilal Asitafant comyrises Nr. Armsirong and a
;irtsnal stalf of five aapintant;; Their fwctions include administration
and segurily, representstlion of the Departiment with the Central Intelligence

. £ 3, B PR
: . ; '..-*;,. { g 5 .
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Ageney (IC2PZ), and certain cudsteniive r;mnmnmes in approving re-
ports prepared st lowver levels and grenting concurrence to CIA staff intel-
iigence stuldles, Placed with them, but without edministrative or other
ssater responsibilities, is 2 staff of intelligense analyets dealing td:ih
sspecislly gansitiée mtorials. ‘They serve appropriate officlals of the De-
y:r‘tmat. with reports based wpon such sources, and represent the Department
e grouvps ret;onsidle for the sources themselves,

Belov thiz senlor echelon are two organisations ad the office level
vhere intelligence collection =nd enalysis is performed. These are, resped-
tively, the Office of Intelllgence Resesrch {cIR), and the Gffice of Liﬁra—
ries and Intelligence-Acquisition (OLI), formerely Gfﬂcs of Collection and
Pissszination. Most references to "State Department Intelligence® are to the
. fermer, since OIR prepares and Lssues the reports which comprisze the laraoat
part &f the branch’s contribution to the Bcpartnent.

The Office of 1ntenigence Resesrch, in vhich the substantive work of
the 'ﬁ_rmh is peﬂouad, is directed dy Mr. Allan Evans, & medieval historiasn
fwm 2 member of the 053 RAA staff, He has two deputies, The senlor
lnal of GI‘*’ eamprim an Iatelligence coorainatian Staff of six persons,
whose functions include editorisl review of inbelligence roports of a1l kind, | |
prograaming of research projecte, development of plame for fature operations,
liaison with CI. (ORX) and other sgeneies and relatéd daties.
| adar this stcff operate the four regional divisions and ome funcilonsl
division which contailn the dulk of the personnel and perfora the substanbive
ansiysis of the organization, These are the Resesrch Uivisions covering
| paiith.al and economic matters im the Americen Republies, Burope, the Fesr
Bast and Africa, and the Yar ¥est, each aorretponai'ng in scope to the
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;wqhical area covered bty the political office of the Bepe.rtunt which
'is the maia it serves. In addition, one functional division, desling vith
Internstionsl ’md functional Intelligence (IFl), is included. Its purview
inoludes food #n# agriculture, industrial and natural resources, population
sad labor, social and culturel affeirs, trade and finmnce snd transport and
semmunications. ¥hen appropriate personnel ean be found, it will include
stoly of world communienm among its activities. |

®he Office of Lidbraries and Intelligence-Acquisition (CLI) is the other
| major organization usder the Special Assistant. Its chief is {ol. George E.
Tearing, Jr., a former Alr Intelligence officer, who ha= one deputy. Under
‘Rin are th’:‘n divisions, on the same level =s the research diﬁ.oi_.ons of CIR, _
T t0 8 large dmac serving them, They are as follows.

The m?i!ion of Libraries and Monnoe Seﬂices rupreaants a rt;:ent
nerger of the Stiate Dopartaont Livrary and the Reference Division of Re-
search and Intelligence, The formor, staffed by some 35 persons, condusts
mormal 1ibrery services, sush as book-leading, bibliographisc research and
some factual research from reference vorks, The Merencé activity main-
tains the central file for 1n§al_.ngenc§ material Reseazrch and Intelligence.
AS$ preaent it i: recelving some m.ooo'ue;n- per month for recording, index-
ing and filing. Bcéann of staff limitations, it is currenily able to pro-
cess completely only aboaut 20,000 of these items per month. The remie&er
ars e;:aly filled. | |

he Pivision of ;cm'-mon and Distribution progures and distribubes
informetion requssted by OIR, or recelived f.ren dapartmnta}. snd other sources
“mdiag to cstabliahaa procedures. It also serves as the dhannel thrweih‘
vhich requests for intelligence materizls evellable to the 3tete Department

i AL,
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are tb;:;vqé from other intelligence agencles. It cantroxn‘§§; field
lﬂit'itias\af Map and Publication Procurement officers located in various
US missions in all partes of the world., It transmite the requirements of
raricus gcvernmsnt.ageneieQ to these individusls, and receives from them
the materisls they have collected for distridution smong intelligence and
other agencies, such as the Lidbrary of aongréas and the Foreign Documents
Branch of 0IA {00), of the government. The Map Frocurement activities are

. %he Division of Biographic Information mainteine the Department's cen~

%ral file of informetion sbout individuals in all paerte of the world.

Responsibility for preparing sbsiracts

of the 1nférﬂgtion e 1ts flelds for use by all offices snd divisions cfwths
Departhent is retained by the Division, which %o this extent performe 2 sub-
stantive funotion of the sort othervise assigned to OIR,

The Special Assistant has rsccadly sdded a second deputy to his staff

_whose funotion will be to take over and direct certain actividdes now con=

dwsted by the Division of Pereign Activities Correlation (FC), Although the
naturs of those duties is still uncertain, it seems prodadle that they will
tﬂﬁinét centraidization of llalson funciions with other intelligence ageneles,

and the conduct of security oporatin¢4

| Some current intelligence activities may also be under-

Saken under the ausploes of this deputy, dut thelr character 1s not entirely
slear, No basic organizational changes are expested Yo cccur as a result of
the addition of these tasks; the personnel conduetlng them will probadly be
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nerged with the present CIR apd (LI,

Overseas sctivities of Research and Intelligence are 1iaiteﬁ,ia those
performed by Research Atteches and Map and Publication Procurement Officers
loecated {n US misslons abrosd, At preesent 14 research atiaches and 10 pro-
curement officers are oversess, and nositions for 14 additional officers are
tentatively available, Their dutiss will subsequenily be described more
fally.

Buiget
The ovarsll budget for Research ani Intelligence for 1949 amomnts to
$2,170,000. This is broken down as follawsy

Parsonnel Budget
Office of Special Assistsnt 51 $264,000
Office of Intelligence Resesrch - 282 1,378,000
Office of Libraries and Intelligence 146 527,000

The Department Library is not included in the presest Research and Intelli-
gence bulget, The mam of $450,000 has been ailécataé to cover the activities
ssd sslaries of Research Attaches and Map and Pudlication Procurement offi~
eers by the Divieion of Forsign Service Personnel from its own funds. Present
pleans anticipate the sllocation of $350,000 to $460,000 {depending upon the
volume of work to be accomplished) to OIR for work on the Natiomal Intelligence
Survey series during its first year. This money will be provided by CI2, and
wililassist Rese=rch and Intelliigence to produce ite agreed comiributions to
the WIS basic intelligence series.

It should be noted that the 51 individuale listed as comprising the
affice of Speclal Assistant include 35 persons vwho are actually resesrch

anslysts dealing with speeial source intelligence material, snd sre not

ALY g
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administrative or senlor-level personnel, Xor security ressons they have
not bteen placed with OIR vhere the nature of their duties would normally
ses them placed.

Research and Intelligence originally reguested $2,400,000 for 1949,
but vere cut by Congress individually, and shared in the oversll five per
gtﬁt reduction in buiget of the entire Depertment, The latter wus admin-
istered in such a way, however, thst the R reduction wes nearer 15% than 5%,
. source of considerable chegrin to the staff, OIR in particuler has felt
that the refigction was both dlscrimimatory and erippling, simce it came at
& iime vhen &enan&s upon the orgmnizetion were inereasing, Although thare
zi: no cle:r evidance that she Department has sought to penalize Research
and Intellligence throogh its budget, it is asparent that for the Department
as & whole, the R bulget is expendeadble,

Prospects for flscal 1950 are for little isprovement in the budgetary
situation, ¥ot only is the Department reluctant to increase the size of
Besearch and lotelligence at a rapid rate, bdut the organiszation has had some

difficulty in convincing Congress of its needs.

«10-
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I1. Fanstions and Activities

-

Area of Intelligence Responsibility

The single grest problem of intelligence in the Department of 3tate
is %0 knov vhen the bropd intelligence function of the Department iteelf,
vhich we have descrided earlier, leaves off, and vhere the peculimn inltel-
ligence function of the Rewssrch and Intelligence staff Yegins., If any
simple answer could bYe given %o this ﬁroblon which would be zoceptabdle at
snge %0 Research and Intelligence and to the intelligence-cum-policy staff
¢f the Department, most of the difficuliies which now lie imn the wey of the
latter would dtiqppaar.

¥any of the diffieulties stem from the fact that Research snd Intel-
ligange has » broed funciion of Beveloping e program of foreign intelligence®
for the Deperiment, st & time vhen the Depariment alieady has a droadeeand
t:aditional-—progrum of intelligence acquisition and enslysis conducted by
its missions abroed 2znd ite policy officers in ﬁs:hington.' If, however, it
were aerely a metter of Research and Intelligence dwpliocating the precise
intelligence funotion of the policy officers, it would he simple to eliminste
the itaff and 2llov matters to continue in the Department as they have for
the last 80 years or so.

It is not as susy ae thie, mainly becauss the poliey officers, by
definition, are not only intslligence officers, but slso policy officers.
Ia the militery wense, they are both intelligence and cperstlons officers;
sven somnonding officers. They soliect and saalyeze information; but they
slso decide what to do about the intelligence with which they thus provide
themgelves, This dual funotion clings Yo officials throughout the several
policy offices, sc thet the seme man 48 both intelligence amslyst and poliey

wlle
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initiator. Mis double responsibility, morecver, means that he can never
give undivided attention to problems of intelligence analysis over an
extensive period of time, and that by the necessities of his position he
i3 driven to accept & more or less rapid analysis of a given subject
which may differ markedly from conclusions which right be reached &8 a
result of more intensive and protracted study,

It is here that Research and Intelligence assumes a function which
is generally conceded throughout the department to be rightfully its ownt
the production of "rasearch in depth,® or of broad factual studles which
the policy officers have no tim@mhaps not the temperament or
ability to make, but which may substantially assist the malking of pollcy
decisions on broad questions by means of better understanding of the
problom,

There is a second function which Research and Intelligence has
tended to assume in the past, and may broaden in the future, which
likewise is not seriously contested in the Department. This ie the
reaponsibllity for serving as a poixit of contact with tha Department
for the intelligence agencles of the military services and for CIA.

Even now, contacts with theee agencles on different matters are con-
ducted by divisions outside Research and Intelligence. It doss have,
however, responsibility for dealing with CIA on behalf of the Depart-
ment, and for a large share of contacts with other departmental agencles.
At the same time the Division of Foreign Activity Correlstion (FE)
madntains its own separate cuntact.a—-which R may shortly assumo, how~
sver——and tho political affsirs divisions have informel relationships
with departmental agencies. T§ a considerable, and probably to a
growing, extsnt, Research and Intellirence guides and conducts the
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Department's contacts with de;

Intelligence Eequirements

In carrylng out its msaarah responsibilities, the staff either
recelves the assigmment of toplos to be studied from policy officlals
of the Department, suggeets them itself, or preperes studies and reports
without prior request or indlcation of interest but merely because it
has the information or believes the matter is important,

In any event it must review available information before beginring
& report or study, and decide whether additional materisl must be secured.
For this purpose it has the full resources of the Department to rely
upon, and has its own authority to "determine which of the informetion
and paterials fMowlng inta. the Dopartment ere required for the pro-
duction of timely intellizence." If these data are insufficient, how-.
ever, it mst prepare lists of intelligence requirements as a guide
to the collection of additionsl data in Washington or the ﬁeld.

At this point OLIA enterst requirements initinted-by OIR are sent
thers for collection of the desired materials. OLIA decldes whers the
material may best be obtained, snd how this may be accomplished, If
necessary, OCD approaches other departmental intelligence agencies
direct in order to satisfy UIR requirements; and it does not invariebly
report OIR requiremsnts to the CIA OCD as a matter of routine so that
they may be coordinated with other like requests which CIA may have
recelived, Caordiﬁation of requirements, indeed, 1s rather rudimentary,
so that rothing exists at present to prevent the issuence of duplicate
sets of requirements to the same departmentel agency by, for example, OIR
and ORE through their respective OCD'g. m e T n working
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members of the two agancies, while fairly healthy, is not sufficiently
regular or sfficient to provide an effective safeguard against this form
‘of overlapping. ;

Within the Department itself there is one check on OCD's sctivities.
Although Research and Intelligence has authority to go to the field to
obtain the materiaels which it needs, officials of tho geographical
divieions may veto the issuance of certain intelligence requests to
field missions if they duplicate reqwest-a‘alrsaéy sent, are of lower
priority than other inforumation uh;ch the mission has been asked to
supply, or involve too much time and difficulty for the miesion,

It should be pointed out again that the functions of OLIA in
securing information from State Department sources is not limited to
satisfying requests from CIR, The Office performs a similar function
for departmental ageng:i.aa, who make requeste for State Department ine
formation directly to it. It also serves as the coordinator of requirse
mants issued by departmental aganciny and non-IAC agencies to the
Publication and Msp Procurement officers which operate abroad under
Ressarch and Intelligence auspices, |

Collection Activities

By far the largest single source of informetion available to
Research and Intelligence 1s the cable and pouch reports of State
Department representatives sbrosd., Yot all of this material is fwrnished
to OIR, howsver, d;spite R's suthority to determine its own requirementa
for "the production of timely intelligence.” The most senmitive items
m’ withheld entirely until they have been declassified or have been
displaced in importence by subsequent. reportas.. Others are made availsble

# oy T gew
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to Mr, krmstrong or his top officiels only on a personsl "eyas-only“
basis. ¥While it is trus that the latter officisls or their deputies
mey make the contents of these reporta known to working-level analyats,
the latter do not have full access to the materisl, or the right to
include it in their reports. The failure to integrate the ressarch
activities of the Wnt with policy questions in some pari resulis
from the lack of effsctive ct;ntact of OIR with high O policy communications,

In addition, OIR is excluded from high-grede operstional information
originating in the %er Department or octher parts of the Defense Establish-
ment. ORE, which also fails to see these reports, deces have somevhat
better facilitiss in the Department then OIR itaelf hasj; and & certain
amount of information bootlegging soes on between ORE and OIR, There
is some evidence to sugpest that M, Armstrong does mot kmow to what
extent his orgenization is excluded from this and other sensitive re-
. port material,

Aside from these categoriocs, Hessarch and Intellizence receives |
8 flow of rew material from CIA and departmental agencles. Thase ine
clude naval, military and slr attache reports; and the Qrdinarj report
materia) of CIA {00) and (80). In addition, OLI undertakss to tap the
resources of other federal agencles in Fv’ashingtqn, and in doing so has
the actlive sssistance of analymts attached to OIR, many of whom are
intimately familiar with the informatlon resources of such agencies

az the Iibrary of Congress, the Departments of Agriculture and Commerce,
the Bursau of Mines, otc. | |

There does not appear to be excessive red tape or delay in OLI'g
collection undertakings. Nevertheless, the organisation appeors to
. sorve only a limited part of the State Department rather than the antire
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information needs of the various policy offices, This is partly a
failure to let the policy peoploe know of the service which ULI can
provids; and partly a recognition of tho fact that the policy offices
are acoustomed to make their own field colleciion requests without
reference to Research and Intelligence, OLI alsc ignorss sny claim
which CIA may meke to preeminence in the field of intellizence collection.
Thie may not alweys be a serious defect, because a number of State OLI's
requeats do go to CIA, vhere thay m aubomati_.cauy coordinated with
those of other agencies Ly means of CIA'e rather unwieldy mechanism,

But in a considerable numbér of instances vhen OLIA makes & direct
spproach to other sgencies, or to the Department's missions abroad,

the possibility thet other sgencies may have parsllsl interests is
lsrgely overlooked. Similarly, the mechanism in the Depertment for
screening duplicatory or too extensive requests for collection abroad
seons to depend as much upon the good memory and good ionan of policy
division personnsl as 1t does upon any properly established procedure.

Rasearch Attaches

The collection function of Research and Intelligence is not carw
risd on exclusively in Washington. As indicated earlier, some 1
research attaches are now serving in various missions in different
parts of the world, Their work is carried on under the general suspices
of Hegearch and Intelligence in the Departmant, and is essentially to
conduct field ressarch aetivit.iqs into particular problems of a stre-
tegic nature, In theory, they are supposed to be free of responsibility
fw‘eonduct.ing the daily business of the mission to which they are
attached, but instead are to concentrate on detaeiled study of the problems
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nsigmd to them, These tasks may be such things as the lung-ft.axm
economic changes in a given country, or the study of population
distribution and trends. The attache will be encouraged to make use
of all materials and resources which he can find in the local ares, and
expected to make one or more rather basic reports than a serles of
1imited reports covering no more than phases of his mject.

Although gratified at the opportunity to send researchers to
field stations, OIR has found that in practice some tsnégney exists
to incérparate research attaches into the normal working staff of
the mission, The effect is that the individusls ere so laden with
routine functions that they have only limited tise left in which to
perform their prime function of research, On the other hand the
policy officers tend to deprecate the tendency of functional undts
of the Department having "their own littls Foreizn Services” apart
from the normal staffs of missions, The gravity of this objection
appears to be not very great, On the other hand, the research attaches
have yet to prove the fundamenta) soundness of their function.

Produotion

The test of any intelligenca agency is its product: how apt,
how prompt and how well reasoned it is. Before it is possible to
consider the adequacy of the reportis prepared by the Research and
Intalligence staff, it is nacessary to describe what reports are
prepared, and for what purposes, |

Consider the latter factor first. Actually, the purpose of all
of reports prepafod by OIR (the reporting unit of the branch) is not
as simple es the original definition of the "R" functions would indicate.
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It was obsarved earlier that one of thess functions was the production
of *ragearch in depth," to assist policy officers in dealinz with knotiy
problems which could only be approached on the basis of thorough

knowledge of the situation, both as to its origins and its present
implications, Actually, however, the Research and Intelligencel leader~
ship has tended increasingly during the last six months to consider its
task only partly done with the production of research, either on broad
or limited topics. For some time it has fostered the production of
reports which are much >mra in the nature of "intelligence"™ rather
than "research," although based upon the latter, For example, OIR,
having prepared an exhaustive study of changes in land tenure behind
the Iron Curtain, may also write and isgue a brief (300-600 word)
¥intelligence memorandum," which reecites only the conclusions the
resesrcher has drawn and thelr possible implications in terms of
Amsrican foreizn policy. Thus OIR adjoine to its acknowledged function
of producing "rescarch in depth" a further function of "action®
intelligence, which have noré or less immedliate bearing upon policy
problems confronting the Department at the moment of writing.

OIR and Lstinates
This brosdensed interpretation of the purposes for which it pre~

pares intelligence has changed the character of Research end Intelligence
from that of pure research to something more nearly-=but still not
exactly--spproximating the position of the departmental ;::enigence
agencies, This among other things has latsly tended to briug Research

- and Intelligence into conflict with the policy divisions. The latter
consider their own function to be the analysis of current problems and
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which they makn approximates the concept of en intelligence asﬁmate.
It s s :ta.dy of the situation, and observations on the probable oute
coms if different courses of action are followsd with respect to it.
Actually, as a "study" it may exist only in the pollcy officer's mind,
Bevertheless it is, in the Department, the definitive "estimate" upon
the béis of which policy is formulated--often by the same officer.

In theory, as accepted in the policy offices, the specific contri-
bution of "R" to this process is the preparation of factual information,
or "studies in depth" of broad situations, which will sssist ths policy
officer in formulating his own subjective "esiimates,” end consequently
the policy action which he would recommend. In the opinion of the policy
officers, "' oversteps this mark when it presenta intelligencs eatimpaa
ef ite own, which appear to analyze the policy implications of a given
provlem, and by implication to recommend the course of action which should
properly be adopted., Holding this view, policy a.t‘ﬁ.cnrs are inclined to
question the propriety of "R's" preparation of policital estimates at
the request of CIA.

The question of intelligence estimation by Research snd Intole
ligence is likely to become more pressing within the fairly near future,
As remarked above, Resmearch and Intelligence is in ths process of estabe
lishing a staff for the production of "current” or "action® intelligzence
for the use of the policy offices, Such reporta will detall information
reported in the dispatch traffic of ths Department, which is, of ocourse,
immediately available in complete form to the policy offices, Research
and Intelligence will presumably extract it, collate parte ‘ef it, and
present it with' the addition of a comment or svaluation as to ite meaning
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and significance., [ssearch and Intelligence is apparently contemplating
this axtenalon of its activities on its own initiative, and not in
response to requssts made slsowhere in the Department, It is alse

true that the Policy Information Committes of the Secrstary's office
slready conducts a rather extensive and highly efficient current
intelligence operation, and the Depariment receives ths current intelli-
gence cutput of CIA, At any rate, the increasing tendency of "R" to
stress the production of estimates, and ite dispositicon to enter the
curreant intellicence field will almost certainly lead to further
conplications with the political offices, which consider that "rR®
should devote its talents and energiee. to factual studies, and leave
estimstes to the pollcy officiala,

Cne more word may be spoksn on estimates produced by "R, Present
procedure is for Resesrch end Intelligence to submit all papers, either
collations of fact or estimates, to the appropriate policy office for
approval before dissemination in the Department or outside. Actuslly,
it appears that this process is elided if not overlooked in the
sctual production of materials, OIR this mey "show" its reports to
the geogrephic office, but does not ask for specific approval, and is
willing to circulate the material without waiting for direct suthor-
isation from this quarter, The matter is appsrently bound up with
R's insistence upon its own dspartmentel autonomy, & wish to have
research reports stand on their own feet, and an anxiety to esoape
geographic office paternalism which could become domination.

Typea of Reports
These, then, are some of the problems surrounding the production
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consiv. in some detail the particular reports which OIR pr¥fares and

oirculates, They ere as follows,

(a) Intelligence ¥emoranda. There are one form of the “estimates®
referred to sbove, and this vehicle may be adopted for pessing on the
"astion™ intelligence which R may begin to produces They are brisf
statements, ususlly a page or two, which relate to s given situation,
and which attempt to analyse it and suggest its :hmlicﬂiansn. They are
prepared either as a separate project, on the basis of internal request
or becauses OIR considers that certain information at hand should be
sumarised and its msaning explained to the rest of the Departront,
They are also prepared as a result of the research put into the writing
of a longthy factual study, in n;hich cass they represent the conclusions
of the analyst preparing the more bulky report, In either came they
are dissemineted to the geographical and other policy offices which may
have an .tntaéast in the subject. They are mot requested by the policy
divisionsy and slthough OIR professes not to have received criticism
of them, it is known that they are not very well received elsewhers in
th. This appears to be a case where OIR and its superiors
have taken the lead in a project of their own which is not well integrated
with the reporting processes of the rest of the Department,

The Intelligence Memoranda are also circulated outside of the
Department to departmental intelligence sgencies. They are submitted
or at least shown to the policy divisions prior to dissemination, but
no formal "clearance" is ordinarily requested. This fact 1s emphasiszed
by the appeayance of a disclaimer line under the heading of the sheets
upon which they are duplicated, which states, "This report does not
reprosent the official opinion of the State Department." Addition

N2 WA i
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of th.ts statement was insisted upon by office chiefs of tbe polim.eal
affairs branch of the Department in order to avoid embarrassing the
Department in its relations with other asgenciaes.

(b) Information Notes, These are reports of verying length which
are requeated by policy officials, end which are confined strictly to
the facts requested, without interpretation or anglysis in terms of a
given curreni policy situmtion, They may bs limited to a f", werds on
& single sheet giving the response to a question of facty or they may
amount 10 & considerable essay on questions of substantial breadth, As
mich they are rew elsewhsre in the Department es the precise sort
of information report which Regearch and Intelligence ghould properly
prepare, Although their quality may vary, and thay are sometimes tardy,
there is no quarrel elsewhere in the Department with the type of informae
tion contained in reports of this kind.

(e) OIR Studies. These are reports of substantisl lengtim—30 to
200 pazes or more--which detall the facta relating to 2 particular
subject, They are ordinarily prepared as a result of request by
policy officers, and are written on subjects which concern a very
extensive area of foreign policy, 4n axamplnrnow in process is the
estimated ecenomic level of Jupan in 1952, which 1s to serve es a
besis for departmental policy-making with respect to Japanese level of
industry, etc., when it is completed.

Mgterial of this kind, when presented, is often not expected to
provide the answers for‘ impediate policy questions, or to end its
usefulness with the solution to the first policy problem to whieh it
refers. Inatoad, suck studiss are expected to contain basic background
naterial which will provide helpful to policy officials in many ¢ifferent
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W;; over a period of some time. One of the more effectzm division
hesds of OIR has obsorved that great care is taken in selecting the
toplcs for such sxhaustive research, since at best & singls study ocan
provide fundamental information on many phases of broad policy problems,
If ohosen with particular sikill, it can anticipste difficult problens
of the future before they become acute, In this way they can help to
avert confusion in policy, or the failure to have any policy at &ll
whan circumstanoces demand action at once,

Again, this sort ofstudyhragardedbyusmnythé sort of
thing which OIR should undertake, Intellirence Memoranda are frequently
prepared as part of the endeproduct of such studies, however, and these,
as indiceted esrlier, are suspect, There is some feeling in OIR that no
cénclusiana should be drawn by OIR, either for the purposes of Intelligence
Momorande or for the uses of the study itself. The current procedure
1g to draw conclusions and usually to present them in separate form as
well as in the paper itself,

{(4) OIR Periodioals. The most effective of these are tvo monthly
seriest Eoonomic Review of the Soviet Union, and Political Review of
the Soviet Union. Poth are considered very helpful by certain policy
units of the Department, notably certain members of the Policy Planning
Staff, Again, they do not indulge in extensive analywis, but limdt
themgelves largely to guestions of fact. To some sxtent they agpaar
to be over-academic merely for this reason, but this has not dulled the
enthusiasm of most of their recipients, 7

These publications are amony the few perlodical reports still
published by OIR, Yany more were produced prior to & survey made in
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the nqartment last April, as a result of which 1t was 'Lsarnec! that &
substantial majority of the OIR periodical essays never reached the
persons for whom they were intended, and when they ﬁn recealived, ware
rarely read, The production of the periodical series mearwhile reduced
the mmount of time available for working on projects initiated et ths
specific request of policy officiels, The result of the survey was to
reduce the periodical series substentislly, reteining only those {such
a8 the ones mentioned) which had readers and were considered to be well
donss Certain other periodical reports ware altered in form but allowed
to continue,

{e) Situation Beports, These are estimates of the political, acon-
omic and social situntions in given nations or (in a few cases, areas)
which are propared at more or less frequent intervals by the geographical
divisions of OIR, They have circulstion in the Department and outside
te & limited axtent, Generally speaking, they do not appesr to mske much
impresslon in the Department or elsowhere, They have been useful in
connection with OIR's comcurrences with the Situation Report series proe-
duoad in CIA (ORE). They will be mors useful in connection with OIR
contributions {0 such ORE Situation Reports, or to the National Intelligence
Surveys when these are on & production basis.

Another categery of report has not yet been produced by OIR, but
may become inoreasingly important during the naxt fow wonths, These

“are political estimates to be contributed to staffl intelligenco estinates
sponsored by CIA {(ORE)« According to the Standard Operating Procedure

. for the Production of Staff Intelligence (DC1D31) approved during July,
OIR will provide estimates of this kind at the request of CIA, These

Approved For Release 2003/1 0:25. %$i6800269R000500050032 -6

NTIAL



”~5
soprva o otsse 20 N FTDENE AR sosooososz
~—

enclysis will agai~ be the sort of intelligence estimate which the policy
divisiona consider cutgside the function of OIH, Such estimates will be
cleared with policy divisions by OIR prior to sending them to CIA. Tt
seens likely that the policy offices wili react unfavefably to DIF;';
assumption of a regular estimate-producing function, even with their
slearance. They are not sble to assume ths task themgelves, however,

Definitive State Department Eatimates

Production of sstimates of this type raises & further question in-
volving the merger of intelligence and policy responsibilities in the
sams policy officers. This im the fact that while OIR may be preparing
an ostimate, olther as a contribution of its own to the policy offices
or at the requsst of CIA according to the Stendard Operating Procedure,
another, "officlel” estimate of the eame situstion may be in process of
preduction by the Policy Plamning Staff for the puéposea of the Hational
SBscurity Councile It may be that “R" may contribute through its resaamﬁ
studies to the Policy Plamning Staff's estimate, It is aldo likely to
be true that no 1ll consequence will flow from the production of two
estimates on the same general subject at the same time, At the same time
it is clear that no infallible mechanism exists for the production of a
single, definitive estimate which will serve to discharge the Depertment's
cbligations not only to the Security Council but alse to the CIA,
Separate estimates, on the other hand, which may reech separate con-
elusions, could involve the Department in difficultiesn, aince both are
acoepted on the outaide as ths responsible view of the Department,

. “oara i sae bV L LAL
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NIS Participation .

CIR is M‘htaé to participation in the National Intelligence
Survey program conducted under CIA leadership through its Basic -
Intelligence group in CRE, Its contribution will be in the nature
of descriptive material on the political, economic and gsocial situations
of the countries covered im the WIS series. To undertake the task of
collation and writing involved OIR must employ new parsonnel, since its
present foroe, reduced by budget cuts, is unsbls to assume new burdens.
For this purpose CIA is sllocating funds to take care of the first year's
NIS participetion, and has promised future support of the E budpet to
accommodate the HIS staff in OIR, There is no controversy within R or
ths Departmant as to the propriety of this activity, although there is
some question as to the ultimate value of the entire HIS series,

The Ressarch and Intelligence branch has had no contact such with
the Joint Intelligence Cormittee, In theory, when the State Department
csasod to belong to JIC, the latter was to approech State for political
analywes to be included in its estimetess via CIA. This method of con-
tact, which mas to operate in both directions; has not worked, at least
ag far as OIR (the official Department link with CIA) is concerned.

It is very certain that OIR has prepared no estimates for JIU, although
its material may reach these indirectly through CIA,

Quality of Intelligence Reports
A% various pluces in the foregoing reference has boon mude %o the
doubts held in the policy divisions of the departmant as to the propriety

26
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of OIR attezpting political estimates, This is e criticisn of Kind, not
of quality of intelligence. The latter question is another matter, with
almost as many Judgments as OIR has prepared studies, memoranda or
reports, It 1s a question closely linked with the quality of personnel
in OIR, & subject to be considered later; and it is also related to

the timelinsss, relevancy and accuracy of sowrce material, not all of
which ere under the control of the substantive analysts of OIR,

Briefly, however, the generzl judgment passed on OIR reports is
that they are varisble in quality, renzing from a few very good through
mnyudingre reports to a number of very bad ones. Such judgment, as
indicated, .dapondn upon the reports themselves, and for this reason it
is perhaps best to consider the products of the several divisions of
OIR individuslly,

(a) Division of American Republics Regearchs The material from
this divieion seems to be universally deprecated in the policy office
(ARL) of the Depertment which it serves, It is the evidence upon which
the chief of the office ocells GIR a ®gigentic boondoggle,“ and upon
which his division chiefs indicate various degrees of dissstiasfaction,
ranging from vehemsnt disgust to flat conviction that nothing good er
useful ‘ar timely can come from the division, The disapprobation seems
pertioularly relevant becuuse the present head of the division, and
soms of its parsommel, were originelly members of the small research
staff located with the Qffice of Auericen Republic Affairs, This
division also has a security taint,

There is a tendency in OIR to discount some ARA dissatisfaction
with the DRA product 1n terms of AllA%s own attitude toward its policy
decigions., The political office s to fesl iteslf personaily

:;. ol 43 7 5! ;‘
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thad to each policy and to antlcipating every development in every
country., Hence it tends to resent outside views which tend to disagrese
with its own, and it seeks to suppress opinions not in corplete harmony
with these upon whioh poli_.cy has already been foundad,

{b) Division of Far Fast Research: Its reporta seem to be received
rethor more favorably than those of DRA, and its porsoncel ars regarded
a3 more competent within OIR. The policy division (FEA), however, considers
that the DRE material is taowordyandrethudibrmchpractic&lm,
and ite reports are divorced fram the practical contact with policy matters
whioh would give them grester relevancy, The office deprecates the
© tendenoy of OIR to estimate future political developments, and would
strongly prefer having the researchers in its omn organizstion rather
than located under separate control elsewhere in the department, Ihis,
of course, is & general criticism of OIR which will be taken up in more
detall later, So is the further criticism of "Ph,Ds intelligence,” i.e.,
intelligence or research prepared on sn acedemic basis with few contact
with the living realitios of the existing situstion with which the re-
port is intended to deal,

(c) Division of Near Eastarn Research. The appropriate political
office (EA), Like its Far Eastern opposite, considers that the product
- of RN ig "too hng'andtnoﬂmlypoliﬁedtabeofparticﬂarnlm
in nmost polic:.r questions. Some long-rangs studies have been useful, but
general uﬁility is considered to be slight, The vlew was also expressed

here that grester efficiency would be ashieved 4f the resesrchers of OIR
were ssmigned to the policy office, where they could work under the

4 g 3
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imﬁa’c; assignment of policy officials. In this way the pt:sent
tendency toward irrelevance, academic nictéties, etc., cruld be dispensad
with in favor of more efficient resesrch support in commection with
policy questions.

(4) Division of European Affairs Ressarch: The conmtributions
made by the Division sppear not to have made any particular impresaion
upon the roaponsible office (FUR) in the politicsl ares of the department.
Ait}mugh azrecing with their brethren that rescarch personnel should be
distrivuted among the politicel divisiong, the officers in Europesn
Affeirs are rather vague as to the precise contribution of OIH to their
policy problems. They agres %t;hp,t; rescarch material was far more useful
and gccessible when researchers were attached to the divisions rather
than to an external branch of the Depariment, On the other hand, the
more intensive studies made by OIR have been of velue over a period of
time, and are of value for reference after particulsr problems have heen
settlsd, Matters would be helped of OIR would give up writing a dosen
pages vhere one would do, however, and would distribute those it does
prepare without delay. Too long and too old intelligence makes for
waste and futility.

(s) Division of International and Functionsl Affuirs, Tnie
division is very confident of the vs.luq and accuracy of its work, Ite
éantribution with regard to ECA matters during the sarly part of this
yeuxr hes besn much prailsed in the Fconormic Affairs section of the depart-
ment, At the sams time not much is sald of its more cwxrent reports, and
some indication exists that ites material in regard to '_fiscal matters is

=29

. *‘“‘ M
Approved For Release 2003/10/22 : CIA RDP86800269R !AL -6



CONFIR
Approved For Release 2003/10/22": CIA-R 000500050032-6
“—

cvomxd:z:ed rather inferior, Its petroleum reporting was thought to be
guite good, however, although the analyst responsible for this material
has since taken employment elsewhere. The division considers that it

has oontributed substantially by correcting CIA misspprshensions occuring
in staff imlligoneo studies,

As stated above, OIR reports are sometimes good, scmatimei bad,
When they are good, they are occaalonally tardy, and thus poorj or thay
are too langthy to be read fully by the policy people for whom they are
dewigned; and so again defeat their purpose. As in all such metters, the
quality of the material depends upon t.hc nearness of the research peopls
to their consumers, uvpon the relevancy of the mbhm‘whiah they have
sslected for study, and upon the clearness of their literary styls.

| VM of Ropom

The problem of relevency of reporta is one which OIR atterpta to
solve by basing its work upon particular requests from policy officers,
Thus over 75% of OIR reports are ssid to be written in response to such
requests, and the remainder to be written on OIR's motion alone, on the
 assumption that they will be found useful when presented, Actually of
the 7S% written at request, it is found both in OIR and in the policy
ares of the department that many of the "requests™ are actually based
on more or less casual spproval by policy officers of projects which
OIR hes propounded for itself, and which peolicy peopls are loath to turn
down, but for which they see no particularly pressing need, It is
difficult to evaluate the extent to which this technique of promoting
*requeste™ o |

g verns production of reports, but the custom seems to be

30w :
Approved For Release 2003/10/22 : dlA:RDPSﬁanozggmsmﬁn-e



. "1
Approved For Releagﬁgxlm 69R000500050032-6
- S

well-established, end in seme areas is favored by policy officers
because it seems to please OIR and doss ne particular harm. On the
other hand, 1t is possiblas that policy officers occasionally use this
means of dealing with OIR .nt the expense of more sincere efforts to
pian research projects to their own bemefit, It seems fairly clear
in any event that a considerable share of the CIR production is not
closely related to immediate and pressing, or evan broad, future |
policy problems, Hot much is produced because policy officers feel
that they need it, and can only have such research adequately dons by
OIR, The fact that & certain olement of “busy work" thus exists helps
to explain on the one hand why the policy people find much OIR material
irrelevant, and on the other hand why OIR seema to have many projects
of 1ts own concerning which the policy officers know little. Cortainly
the relation betwoen OIR and its consumers in the policy divisions,
| for all the liaison which is described as "excellent," needs to be
closer, A sharper exchange cij&infomtion on actusl needs and
geniuine cspabllities is also requisite,

These are perhaps symptoms of the dlsease itself, which is the
fact that OIR and Research end Intelligence generally is excluded from
the tr*aly slgnificant policy problems of the department., !Mr. Armstrong
bas only limited access to such matters, and ¥r, Fvans of OIR not much
more ., OIR feels keenly that it should have closer contact with the
Policy Planmning Staff. By attending Staff meetings it could be in a
position to anticipate major policy problems of the future, and could
begin research studies oarly on which would assist the Policy staeff
later when the problem became crucial, Actually; however, OIR is brought

- !’“ﬂ“{}'}! A
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into much matters, if it comes in et all, only at & late stege when
policy has almost been formuleteds The exclusion from the Policy
Fhmﬂ.ng Staff is paralleled by OIR'z fallure to receive the most sensi-
tive reports of the dspartmont, and its non-perticipation in top-grade
policy discussions, It is a major factor in the irrelevance and ain-
1ssanass which policy officers tend to discern in OIR's products. In

s sonse it is an endless chain, since CIR's exclusion froam high policy
malces its reports scademicy and the ascademic character of its reports
tend to Justify OIR's exclusion from high policy mstterss It is the
recurrent problem of the relation of intelligence to operations, complicated
by the unigue merging of intelligence end operations in the persons of
Foreizn Service officers of the Department of State,

Coerdination with CIA (ORE)

The ecordination of production has not concerned CIR se long as
it has conaldered itself as serving the policy divisions of the Depart-
ment and not outalde masters, CIA for its part hss nol undertaken a
decisive program of coordination in the preduction of intelligence. OIR
has kept CIA informed of its production schedule, and some inforual
ooordination hes ocowrred. EPut OIR complains that CIA has not in the
past feperted its owm production program in time te make it useful as
a gulds, so thet both agencies have procesdad along thelr respective
ways, with production little roverned by esch other's plans, There appears
to be virtually no coordinstion of production with cther departmental
agencies on motlion of OIR, although gzain there ies more or less adequate
working contact with them, The production of intellisence estlmates for

-3
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the purposes of CIA may tend o alter the existing situation.

Counter~Intelligence

OIR hag undertaken no work in the field of counter-intellizence.
It has not field oporations in this sphere, Most of the contact which
the Department has with these matters is at present through the Division
of Forelgn Activity Correlation, which has close contact with CiA, the
FBI, departmental intelligence sgzencles, and other federal law-enforcement
buresus, "R", however, is fosterinz the transfer of some of those
responsibilities to it, and it may be that "R® will emerge with & some-
what more substantisl counter-intelligence role in the future than it
hes now, Precisely how this will accord with its essential rescarch
muan-uhym means clear, although there is reference to the ine
élnaion of *security intelligence” information in other OIR reports.

This 15 an adoinistrative rather than a substantive task, and

does not concern the intelligence-producing activities of his organiszation,
There 1s one other personsge in the Department who is deeply in-
wolved in counter-intelligence matters, which even have Speclal Projects
overtonos, This is Yr, Paymond Murphy, a special asaistent to the Office
of Eurcpsan Affairs, Leng familiar—on the insidee-with commmist methods
and intention, lr, Jurphy now conducts "field operations” in the US and

~ in Europe which involve collection of informstien on world communism and

the penetration of Continental and other communist groups. The
propriety of such work's being conducted in the geographical nfﬁea

«33-
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of the Baparmnt i.t an intereating point in itself, There in some
' reamon to believe that Murphy's operation would be better conducted
under such auspices as those of the Office of Special Projects, CIA,
Any such transfer would require Murphy's own consent, however, and
%M@tmthuuy%oﬁt&nﬁvmm%ﬂmwmw
portions,
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- - III. Relations with Other Agennies

CIR does not duplicate or overlap the activities of the Army, Navy
or Adr Force intelligence aganciss, although it might be said that ID, Amy,
besause of ita broad interest in politicsl developmerta, overlaps the State
Depart=ent. OIR has working-level and aofficial 1lalson contacts with these
agencies, and nothing has appeared to suggest that these relations are not
convenient and effective far all concerned. ID, interestingly enough, is
partioularly pleased with ite contaots with OIR.

' OIR and CHE

GIA (ORE), however, is arother mtter. Research and Intelligencs,
rather submerged in iLs omn organization, is keenly ecnscious of the State
Bamt't ultimate responsibility for political, sooioloziczl and eco-
nomis mauganee (NSCID #2), and tends to envisage iteclf as the chief
agency in the Department for discharging the responsibility, linked with
this concept of its rolo is H's tendency to besome the producer of polit-
ical estimates, despite the resl interest in this field possessed y the
geographical offices of the Department. In ary event, OIR and R generally
tend to look with unconcealed distrust upon ORE's activities as 3n intel~
1igemoe producing agency, largely in the fleld of political analysis.
The fact that R suffered severe buxiget reverses early this year at a time
when ORE was nobably flush did not halp their relations. Thus B ques-
tions ORE's right to operate as a "fifth intalligence agenoy, casts doubt
on the abilities of the responsible analysts of ORL, and makes obelsances
to the "Sewers concept” of CIA, whish would inwlve a considersble reduction

in ORE'e ectivitiss. ORE, for its part, temis te describe OIR and its werks
as "academic,” "unrenlistic,” and out of touch with the problems of national

. ohMEMGENTIAL
Approved For Release 2003/10/22 : &Z-RDI‘U 3



Approved For Release 20(@‘&3{:%&@%0500050032-6
- S

intelligonce., Part of this back«biting is mere inter-agency rivalry,

‘made acute by budgetary differences; and park 1s gemuine conviotion that
intelligence functions are not oclearly allocated in the government, lately,
however, OIR snd ORE have regularized their relations on the basis of the
#3%andard Operating Procedure” (DCID #3/1), and its implementation may
being them closer together in sympathy and operation,

Standard Operating Frocedure

The Standsrd Operating Procedures provides that ORE, in preparing
staff intelligence estimates, may draw upon the departmental agencles for
subordinate estimates in their perdlcular flelds of caspetence. Thus OIR
is to produce the political, ecoromic and smelal analyses f& CIA's review
and incorporation in e finished "national estimete.” OIR is to perform the
substantive research and analysip, and to prepare the estimste. ORE will
receive it, synthesize it with cther contributions in related fiolds, =nd
shape the finel, coordineted product, It will supposedly not undertake
abstantive research itsclf, end s geographic branches, hitherto respon-
sible for such estimates, will 1imit themselves to critisal, supervisory
and coordinating functions. Considerable opposition exists to this proce-
dire in ORE branches, OIR's ability to deliver finished studies which will
mnet ORE's ptendards and will get the blessalng o the policy divisions have
yot to be seen., As things now stand, however, OIR is linked very closely
to ORE and 1f the schers works in fact, the relations of the two agencles
should be very much sinplifisd in tho fwbure. Because of weaknesses in the
procedure, bacause of the rivalry of the two orgenizations , and because ORE
has no asuthority to insist on compliance while OIR has no departmental re-
sponsidility to comply on ORE's terms, the entdre mechanism msy prove to be
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unwieldy and inneffective,

Concurrence

In the past and prior to the inception of the Standard Operating
FProcedure, OIR's most significant regular contact with ORE was in connection
with goncurrence on staff intelligence reporta prepared by ORE, From the
point of view of both organisations, tids jrooedurs was complicated, diffi-
eult mﬂl frecuently Irritating. ORE has taken the stend that its materisl
is prearred for the use of national -poliepmkei-s, anmd that it is prepared
to drew attention to situstions affecting US sesurity. It has considered
OIR plodiyune; carping and purdst in its criticimms of ORE poiitical analyses,
and it has reconciled its own interepreations with tiose of IR only at the
expanse of considerable argument, discuseion and debete, OIR, for ite part
mestions the propriety of ORE's entering the fleld of policital analysia,
It is eritical of the cuslity of personnel in ORE, and particularly criti-
cal of the reports prepared by them, The problems of concurrence and dis-
sent on intelligence pepers jrepared in ORE has symboliszed and to a degree
epitomized the conflicting cleime of both organisations to politisal analy-
sis. The Standerd Operating Procedure was originally concelved as a lubri-
cant to elimipate much of the friction between them, but as indlcated earlier,
its fwture remalnz in doudt,

Sush coordination as the 0P may at best introduce will have little
bearing upon the remeinder of OIR's production for departmental jurposes,
In theery, this materisl does not diplicate the "national intelligence
responaibllity of ORE, Actually, however, both agancies receive the same
dally cable traffic, only ORE & little morej both receive the service agen-
cles' attache reports; boih study the same general ;roblems of political
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in&anﬁema, and both coasult fron time to time on coammon problems. Hem
the Operating Procedure may at best induce a change of enphasis and an |
slimination of the most obvious duplication of ef{ort. It will hardly ear-
dicate the parallel exletence of two large intelligence shops, each concen=
trating essentlally on the analysls of political and ecoromic situations
abroad, Only return to e genuine concept of departmental coordination on
the part of Cli, with consecuent asbdication of the field of ordginel politi-
c¢al analysls, could acoomplish mich & result,

Hiatorical Pollcy Research {(IE)

Before ending the consideration of R's relations with other agencles,
it 15 necessary to note that the Departument malntains one division of research
personnel entirely apert from Research and Intelligance, This is the Divielon
of Historical Pelicy Research {HE) in the Office of Public Affaire., Its
funetions range from the mreparation and publieation of Mstoriesl source
books in Amsrican foreign relations to the writing of ressarch pepers on the
Mstory and development of US foreign policy wth respect to a pertioular
area or situation, It confined its etudies solely to Americen poliecy, and
does met attempt to pass judgment upon policy declelons in the pest, or
recomeend particular courses of ‘aet:lm in the future, Thus like R, it has
not policy function. The distinction between RE's function and that or OIR
1des in the fact that the former considers only American policy, while the
letter considers the policy of foreign nations, or developmente ubroad which
will influence these jolicles of other natlons, Relations are cordial between
RE and OIR, and the difference in their functlons sppeers to be well under-
stood on both sldes,
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Poreign Activitiss Correlation
with the Division of Foreign Activities Correlation (FE), as has been
indicated from time to time in the foregoing discussicn, the case 1s not so

ﬂ;ﬂﬁ!‘t

R 48 now anxiocus to acculre some of these functione to add to those
already pursued, and it scems likely that sane of them will be trensferred.
FE is much opposed to ary mch transfer, is entagonistic to R, and has fought
the letter and its funetion almost aince the beginning., It is likely thai as
long as FE remeins in ite present field, and se long as R is anxious to sxpend
its functione, rivalr; will remain between thenm,

-39
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IV, Intellipencs Contributions i thin the
' Depurtmant and the CGovernment

Effect on Folicy |

At the beginning of this papsr we ncted that the Research and intel~
ligence branch of the Dspartment wes estsblished to conduct certain lialson
contegts with other Intelligence agencles, and, more important, to assist
the policy-meking personnel of the Department by the rroduction of "research
in depth® In the State Depertment, the policy~making personnel include the
Seeretary, the Under Secretary, and the worious Asslstant Secretaries and
office members in the Folitical Affairs, United Nationols Affalrs, Economic
Affairs, Transportation ond Commnications snd Occupled Aress Affairs bran-
ches of tio Departuent. The essential intelligence ocontributinn of the
Research and Intelligsence staff can thus best be measured by determining
the extent o the aseslstance which it offeurs to theses individuals and depart~
mental branches. .

It 1is wderstood an good authority that the activities of the Hesearch
and Intelligonce staff rarely touch the Secretary or the Under Scoretary.
The former is concerned almost excusively with policy cuestions vhich have
passed bayond the point at which the intelllgence research or intelligsnce
estimates jroduced by CIR have sjecifioc application, Such nssistonce as
they have ranwlered has been to pelicy formmlating officiels at 2 lower level,
Herce the Secretary has virtuslly nothing to do with the *R" product, and
1t i»s understeod that he has & rather lndefindte understanding of the organs
isation and structure of thls staff,

The Under Secrctury has somewhat closer contact with the Research and
Intelligence stsf'f, because Mr, Armstrong attends his weekly conferences of
the wvarious Assistont Secretaries. Agaln, however, Mr. lovett himself does
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not ettt to review the intelligence material produced Wy ~Ssearch and
Intelligence, and vhile certain items come to his attentdon, it ie under-
stood f.hat he pays slight stiention to them, He does from time to tinme
solve administrative roblems in connection with the "RY avea, and his
approval is recuired for any change in respenaibility such as the recent
shift 'af the Dopartmental library to Mr, Armystrong's organizatior.

The I'slicy Flanning 8taff is the most senior policy echelon in the
Departaent which ajpears to msks use of the resources of the R and I staff.
Prom bime to time ressarch projects are assicned to the staff by I, Eennan oy
¥ds aseistants, and sooe of the latter have indlcated that Research and In-
telligence reports have been markedly useful in the consideration of poliey
probless, They have also praised the OTR periodical reports of economic
and politica) developwents in tha Soviet Unlon, On the other hand, they
sxpress mune dlsapproval of the intelligence estimntin- activitlies of OIR.
and susgest Lhat these aro better left to the political diviaicns. OTR,
for its part, fecls that itse fecilities are not efficiontly used by the
Flanning 3Staff.

Peliticzl Information ?e.mittee
%rﬂu&!ﬂ.}' the same level as the Polley ﬁamﬂng Staff (i.e.,

in the Doportmental Secreterist) {s aleo to bo found the Pollcy Informetion
Committes, This agency, unlike the Flanning Staff, is not a pelioy ereating
unit, but rether a poliey reporting onej and to the extent that 1t reports
poliay dewglopments and policy jroblems, it shares in ths intelllgence
function of which a pert is dlscharped by Besearch and Intelligende, Ite
chief duties are to be aw.re of all policy problems of the Depaé&aant, and

to kmep de-artmental officlals as well as lmade of misslone abread, informed
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of these problams and the decisions made on them. To secomplish this 1t
dsmues dally Top Secret and Secret sumarles of current information, a
special Top Seorst summary for the President, and a weekly Inferfaatien e
Review, which summarized important current developments by areas and i.n-
discates the Department's view toward them, Its functlons thus to some
extent antlelpate the "action” intelligence undertaking which Research

and Intelligence 1s anxious to beglnj} and because of the affinity ef 1&
work for the intelligence responsibility of R, the latter would wltimately
1ike to take over the entire Policy Information responsibility. Any such
ohangs in orgsnization is unlikely in the foreseeable future, however.

The views of the Political Folicy Offices viti: respect to the utility,
suthanticity and relevancy of OIR material lhas dlrendy been reviewed at some
length in Part X1 of this paper, It is unnecessary to repsat the detalls
here, except to say that a miwﬁﬂ feoling runs throush the politieal
affices tint the departmont's ressarch recuirements would be better filled if
. pesearch personnel were slloeated to the wardus divisions rather than held in
§ separate and orgenization, In some instences CIR repcrts are given credit
for assisting in the solution of jolicy problems (PE, EUR), bui in others
(MBA, and ARL to a much greater extent) their contrihution is counted for
vory little. In eddition, scme peracnnel of ARA are vigorously oprosed to
the program of "ressarch atiaches® conducted by OIR.

The Economlc Affairs and Transportation and Corgmmicatien branches
L, are served less fully by OIR than are the political offices,

and so hove rether less to report than tho latier. They indlcate that they
have had some useful and relevant reports fron OIR, particularly economic

L 0N
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stadies in connection with iCA planningy tut they wggast&mté)!ﬁhaabm
inmfficient on vhich to base a genersl opinion. The Beonomic Affairs
divisions condust some research activities of thelr own, which supplement
thoss of IFI in OIR,

The United Mations Affairs staff of the Department shares the general -
wlews of the political offices with respect to OIR, It detects an academic
euality in OIR materisl and ecually so in reports from ORE, This is the
direct result o tie dissociation of both agenclies frum first~hand accuaint-
ance wlth United Kations activities, and from excessive reliance instead on
written reports and analyses,

Dapact: on Departmant

 Generally speaking it is true that OJR seems not to have mede a very
substantial mark on the poliey offices and divisions of the Department.
Censidering the size of its staff, and the amount of monsy and material
awmilsble to 1%, it might be supposcd that the impaoct of OIR and OCD and of
Mr, Armstrong's personal staff would be considerably greater than it is on
the Department as a whols, That it is not is traceable to the early history
of "R,” when 1% wes in effect impossd upon the exieting structure of the
Department; to the antagoniems created by Col. MacCormack during his brisf
terure as head, and by the rather unsatisfactory results of the Russell Flan
of organisation, which placed a premium upon control through comaitiee,
asver an effective form of aduinistretion, Subsecuently, although Mr, Arm-
strong appears to be respected in the Department, thers is no inddcation that
he ms adopbted mn agressive polloy of determining the actual impact of his
organization on the Department. There is no indication that he provides
substantive g&zidamé of any conse uernce to OIR, or that his staff devotes
smach time to studylng the utility and effectiveness of OIR products elsewhere
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nal cntact with office
He doss not maintain much perso
in the Department, He

, seor ef ficers
‘ explain to the poliey officers and paﬁieula.ﬂy the forolin sorvice
- and &
af the mpm.wmumemu in a position to do for them,
constant vigilance to see that OIR, sto., actually performed as promised,
might result in substantial gains in prestige. R
As things now staml, the senior pnplootomazﬂctﬁr.
. roving®
Masacﬁth&ttheﬁatuefkumhaﬁmwmw .
V ® gt . ve
4he Department and has gained moch since the enilly days of 1946
in , | |
' ‘ to to bs
theless, it is evident thet the organization st111 has far to go
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Responsidbility of Policy Officers

Yot for 11 the nctual and implied criticism which cen de lavelled
at Ressarch end Intelligence, 1t should be made quite olear that all of
its shorteomiags are not its feult, ‘Research dges have a place in the
Bdate Department, IEven the most critical of the geogrspbical division
officers agrecs th=t this ie true. Yet, thie having been szld, Resesrch
and Intsllligence 1s often ignored, ond its work deprecated.

Thic is not because OIR cannot produce adeguate research materisl if
given encoursgemant snd the proper meterisls, but because in generzl the
policy personnellof the lepartment have not themselves made as full use of
1%e respurces. Stanlding on their own 8ignity, with 2 parochiazl unwilling-
Bess to dezl wilh new people or a nev organization, dlstrustful of its
security, znd reluctent to see what could be made of the orgunization, the
policy officers have been content to let hesearch and Intelligence waste
{te energlecs,

In ite part, Research znd Intelligence has pot "sold¥ itgelf effec-
tively. It hés not made the mopt extensive efforts to convince policy
people thot the service 4t can reader 1o & goof and ureful one, or to make
eartain that when the service 1s rendered 1t is ss effective as Research
apd Intelligence can make it. Instead it har shown some willingnese to
retire to lic own tent to sulk under the verbsl blows of the remainder of
the Departuzent; and to sally out to capture mew functions {such as FI) ae
s mpane of broadening its operatione, and thus hopefully of improving its
standing. Obviously, nelther R nor the policy offices caﬁ solve the prob-
ler wnless both wieh to.

8ame concrete suggestlone have been made for bringing policy and

Sl ENEIAL
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Research closer together. One has been to assign Foreign Service offi-
¢ers who hare'the confidence of the geogruphicel offices to ®, Another
is %o place 2 tzetful but determined individual at the heasd of R vhe can
provide more leadership than the organization has at present. Thers is
some consideration of changing the orgznization of R yet again, =nd of
placing research back with the geographic offices. The officisel viev of
the Tepartment =t the present time, however, is that thie can ocecur sud-
sessfully only as a part of a much lerger reorganization of the Depexrtment,
which would unify 211 politicsl =nd functiomsl activities under four geo- -
graphis hecds at the Assistant Seeretary level. Because of ﬂroaﬂ 41£f4~
enitiss, not the least of which is the diffieulty of securing the type of
Assistant Secret-ry which would be Qeeded ty such a plan, this plen of
reorgsnizetion has been postponed indefinitely. Whether Hesearch and In-
télligence czn survive until such a plan le instituted, or until the poliey
efficers of the Depsriment have overcome their complacency and learned to
ascept the resesrch function performed by a speclal staff, 1is not cle-r.
There 1t some tendency to suggest that it cannot.

o consider further the relation of R with other intelligence agencles:
The orgsnization has no direct contact with the Joint Intelligence Committes
or the Joint Intelligence Group. The latter approaches the State Depart-
ment {in thecry) only through CIA, and motuslly such contact as 1t has is
with the policy offices rather than with Ressarch and Intelligence. The
1atter is not represented on the JIG, and 1t is understood that termination
of the Department's membership in 1947 waa for security reacons, partielly
at least ilavelving CIR,.

The agency has l1lkewise no direct contact with the Secretery of Defensa,
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or with the National Security Council, except insofer as i3 indirectly
iafluences views of the Secretary of State onm poliey questlons which af-
feot the Security Council. Hence its contribution to natlomal pollecies,
ingofar zs it makes any, comes to bear at the Plans and Pellisies and the
Politiceal 0fflce 1§ve1 of the Department, and is mergsd with meny other
infiuvences in the Department defore final poliecy proposals emerge.

Iasofar as 1t may subsequently contribute to genuine national intel-
ligence ostimates of CIA, Research and Intellligence may influence national
pelicy thinking through this medium. Since at the present time the "nae
tiomal estimntes® of Cli are more exsrcises than they sre effective coniri-
dutions to policy conesideration, Research and Intelligence can have 11tile

offeut even hera,

¥. Personnel
This 13 one of the most 4ifficuld aspecis of Resezrch and Iatelligence
srganization $0 asseen, It is very easy to soliecit decided aﬁinion on both
sides of the'qpsstion, and very complex indeed te determine which view is
sorrect znd which 1s not. |
| Braluation
&s in all sueh prodlems, however, it seems most falr and most accurate
tc take a middle course, and %o conclude that some personnel of R and I,
aad particularly éf CIR, aée very good, anéd that some are very indifferent.
I3 is certsinly true of both kinds of individuals thet most of the QIR re-
searchers znd znelyste are products of academic environments rather than
of the foreign service or non-goverzment activities glving thes an acquain-~

Sanece with and understanding of forelign parts. As such, however, 2s one
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mezbder of OI” has pointed out, the organization contzins both very good
scedemic products, ond very poor omes, whose level of employment in the
~ Department is considersbly higher than it would be on a university campus
or in privete rescarch estzblishments. In general, the nttainment of the
0I% division chiefs nppeers to be fairly high in most cases. (n the other
hand OIF suffers from inadequate personnel on the middle level, and low-
level people are sometimes given projects which are out of their depth.
The editorizl supervisory people of OIR appear to be competent, but thelr
| visw of ihe substantive analysts is not particularly flattering.

It is apparent that CIR is already experiencing difficulty inm attrac-
ting firsterate analysts %o sccep! employment with i, largely baaansve‘ of
the uncertainty whieh attaches to th§ positions, At the same time there
is a larze reservolr of excellent youthful talent coming from the various
regional foundations and institutes of certain universitiss. The supply
of such young people is likely to outrun the demand, so that staffing on
the junior level is not considered to be much of a proedlem,

To dzte, OIR has not sttempted 2 tralning program es such, larcely
because wmoet of its pez;sonnal were either former members of 088 m or
were already political or economic researchers or anslyets. Such e program
may be increasingly necessery &s new young talent ie 'employed. There i3 no
program for feeewas. although with the passing of time this may be inidi-
ated, The "resesrch attaches® sttached to US missions abroad have the tem-
porary staius of foreign service reserve officers, vhich may mske them
availsble to OIR in the future, Arrangements are proceeding thie year to
establish serunnent Civil Service status for OIR employees, Thie should be

ageomplished before the and of the yesr. Action of this kind will give
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employees the ordinary job protection and continulty availadle to per-
mansnt civil servants elsewhere in the government,

It ie less easy to speak with precision of the persomnsl in (OLI,
stnce their sotivities sre less well known, It is true that they have
not excited adverse comment either in OIR or elsewhere in the Department.
Col, Geerge R, Yearing, jr., the imaél‘ef the office, is s rather bdluff
individunl with broad Air Porce intelligence experience, Hs sacms well
pleased with the level of efficiency and control ma_intail,noé. in his organi-
gation, His an!.sﬁmi, Frederick G. Xilgour giveé the inprension of belng
an efficiant administrator intimately asquainted with the details of the
office. Philip C. Strong is a former naval intelligeace officer of con-
sidsrable experience, Favorable things are heard of John R, Ottemiller
and Moore Gatesz, chief of the Reference Uenter =nd the Biographlieal Infor-

pation Division,

Security
A question appears to exist elsewhere in the department as %o the

security status of personnel attached to Resesrch and Int;iligence.¢ The
derivation of the orgenisation from 035, R&h, the revelations of the‘ Carl
Narzanl case, and susploions of forelgn-born anzlysts have given risc smong
poliey officers to doubts as %o the propriety of giving OIR accese to 1591153
matters. The effect is to strengthen the barrier between th;: pollcy areas
of the department and the researchers of OIR, Resenrch and Intelligence,
1ikxe all other parts of the Department, has been subject to security checks
By the Office of Administration, so that there is no obvicus reasen to be-
1iove that this time it contains security hazards to any grecter extent

than other portions of the department which have been recruited since the var.
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vi.

It cannot be eriticized for certain objective faults, and sent back to its
aaker for the correction of its defects, The Department of State, similarly,
cannot be made over in a day merely to eccommodate the ressarch staff,

which 15 & part of it, Zesearch itself is not mersly the product of &
fermula; snd the use of regearch is not ggvermd by organization eor
mechanlcs, Nor can Ressarch and Inﬁelligenca of the Department be con~
sidered without refersucs to the whole intelligence structure of the
Federal Government, What the State Degartaent does 1n the field of intelli-
gence and what ultimate responsibilities ere assumed by Resesrch end
Lwlngon& are both, to some extent, consequences of basic decisions on
the function of the Central intenigonca dgency. Thua, while we congider
the Departient, we are alasc considering Cn‘;?g'zi any changes made in either
place will affact the other, The reciprocal nature of the functions per-
formed by the agencies mekes it most aifficult o isolate a perticular
defect of one agency and corrsct it alone, without roforance to the others,

Thus, we cannot expect to redefine the duties of research and intelligence
in such a way that it is a product which will be instantaneously accepted
and used by the State Department and will mesh snugly with cm.(f%? cannot
change the foreign service of the United States over-night, or insist that
forelgn service officers having policy responsibilitics in the State Depart-
ment improve the tcol of research in the solutien to every problem which
cenfronts them. In all likelihood, all that we can do is to diacern certain

failings in resesrch and intelligence in the Department which are capable
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of correction, and make certain recommendations which, if accepted and
applied over a period of time, may serve to create a better atmosphere

in the Department both for the production and research of materials.

At the same time, it muet be recognized that any such recommendations will
affect CIA, so that their long-term consequences must serve thle agency as
well as the Department. In the light of these considerations, let ue take
up the outstanding prodblems of intelligence in the State papartmantg

(a) Organization.

Since its earliest days in the Department, the organizatioral
gbructurs of Research and Intelligence has been s matter for endless
ergument and counter-argument., It came as an independent organize-
tion; then its research analystse, were dispesrsed among the political
cffices so fafhas administrative control was concerned, and it wase
finally reunified in the present staff. As a separate organization,
it i criticized by the geographical offices in the organization as
being located physeically in an ocut-of-the-way and inconvenient place.
It is charged with too much precccupation with its own research activi-
ties, which are irrelevant in terms of the policy officers, are not
timely, and are academic rather than effective contributions to the con-
sideration of policy problems, Resgarch and Intelligence replies to
euch charges by naying that it is solely the fault of the political
offices if research persomnel are divorcsd from policy and are unable
to integrate their work with policy problems to the fullest extent.
Perhaps more important, they insisﬁ that only in a seperate organizationsl
structure can they have complete intellectual freedom ln the production

of intelligence, unswayed by the vliews or préﬁgdioeu of the policy

ety §
A e T P
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ﬁrf:ms‘ They congider thal their physical separstion from the
pgeographical office, whlile inconvenient, is almost certain to exist w:*
any kind of administrative arranzement beoause of ithe shortage of

office spacoc throughout the Department.

Just as the geographical offices ars opponents of the present
structure, research snd intelligence opposes raturn to the "Russell
Plan®, Thay insist thet when research analysts come under sdministration
control of the policy offleers, they promptly tend to lose thsir funce
tion as analyat :nd become merely extra parsonnel to assist in deslw
ing with dey-to-day policy mat.ers, They lose whatever impartial
approach they nay have had to problems involving current policy and
tend Yo beconm: merely the mouth-pleces for policy concepts which have
alr:ady been partly formed er pertly executeds Theyhave mo rreater
awaroness of actual policy problems under such an arr*angeﬁenﬁ than
they have had organized ssperately., In addition, the sharing of szuthore
1%y over the substantive research product betwoen policy offices and
the Intellizence Coordineting Staff, whose purposs was to maintain
research standards an’ attempt unification of the research program,
rasulted in a cheotic conditdon #m which the reszarch snalysts them-
selves ocould play one authoriiy against the other and do in the end
pretiy much as they liked,

These arc the terus of the debate between the research and the
policy people, FElsewhere in the Department, the administrative officlsls
sharged with departmental planning now beliave thst any amalgamation
of research personnel with geographical offices would be unsuccossiul,
sim it would merely mean the f nal absorption of research :nd imbelli =
8‘%&%&%‘#’& RERRARIFoBsArD/ b ORRISP SEBOTREIRUDC5 IGEINAD
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actlvity or even as an emphasised activity in the Department.

A% the sams time, thay have & broad program for reorganiszetion of
the Department inte geographical area groups heeded by assistant
secrataries, Part of this raazanizationAwould invelve the allocation
of research personnsl to such large srea groups, The condition precedent
o any such chenge, howsver, is the procuremsnt of assistant secretaries
vho oould insist wpon the coordination of political snd functional
policy within the ared group znd who would also require the full
utilization of research capsbilitics, The present oflice heads, while .
mon of outatanding ability, are products of the foreign aervicé tradi~
tion, smishecrsomdifiinutiy and temd to molve policy problems without
recourse to the functional end research areas of the Department.

It 18 thus unclear when the plan now being formulated will be adopted,
g0 that we 3ay expect Reseurch ang Intelligence to remain in its present
structure at least for the near futurc, |

In the light of the foregoing, it scoms appropriate that the
Survey Oroup should recommend the continuance o: the present organiza-
tion of Pasecardh and Inaalligence, ponding the reorganization of the
Department along the linss just iadicated, It should, howaver, sug est
that the research function should ideally be situated close to its
eonsUMeTS ﬁgpthat wader any organizstiooal change &b would aafe-gw&ndy1’

, TREIRE
the integrity ao=aus‘;-ah4ah==haqid-be breught into the policy areas

of the Department snd its present separate structure discontinued,
Certein memsurae looking toward the greater utilization of research
under the existing structurs will Se considered under the next hsading.
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(b) Stanginz,
¥e have emphasized throughout this paper that Rescarch :nd

1111531113@“ enjoyed poor acceptance in the State Department at the
time of its arrival, and hae not succeedsd in bettering its riatus .
to any very grest extent up to the present time. If we recomsend
that Fesearch and Intelligence retain its present organisatien,
sarious consideration must be paid to Improving its standing in the
Depertment, the prestige of its personnel, and the acceptance and
use of its product., e may consider recommending to the Depertmant
the assigmment of foreign service personnel having the confidence
of the geographicel office to Eassarch and Iataluganceg fe may
recommend that ths Department place z more forthwright and insistent
individual st the head of the organization, who will undertake to
"sell" its product to the policy officers of the Dopartment in 2 more
determined manncr than in the recent past, *t the same t.i.?m, any
repetition of the McCormack imbroglis muat be midid. Yo may
recommend that the Secretary and Under Secretax;y take & live and

contimuing interest in the extent to which research sontributes to

FLOELCE
plicy quastlons, and we may sugzest that Secretarial m-m-

% to admit resesrch to such units as the Policy Planning Staff,
We musi recognize, and must also point out to the Department, tlat
in the nature of tﬁinga, the standing of Kbsearch and Inteuigenoa
can only be changed gradua.ny, and that it depends not oply on the

effectivensse of the ressarch staff, but also on the good Will of the

policy officers. The cre.tdon of such an atmosphere in itaelf is

perbhaps the most important contributien to rovemant in
of thePravedianRelaany2003/10122 =§L%@€?@%@‘E‘Nm;:
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(@ Estimates. |

Precisely what role research and intelligence should play in the

production of estimates depends to a ccnlidtra;r:ie degree xipbn\ our
Nmndatinna as to the structure znd activities of CIA {ORE), ir,
83 seens llkely, we recommend tha;b CIA engage solely in the production of
getuine national esti-ates covering ei'mati‘.om of brosd significance
| wguar imliéat}.ons toward the national szecurity, and that these
estimates should be produced on tf:e basis of departmental contiribu~
tions, we mist probably insist that research gnd s.n’beliigenm Iq#ve
some estimate-writing function, We must know, however, that this
satinating funotion is most intimately oonnected'with the constant
fobJactive estimating" which is a ﬁlid and connected function of .
policy o:fiaialg go that any estimates preparad by, for example, CIR
for CIA must have the explicit approval of t.l_n. appropr.tat‘a policy
afﬁciala. By the s:me token, any estimeates prepared for their own
mas, or for axtra-dgpartmutal use, b: -’ohe geographical or
policy planning staffe ahould be integrated vit;h any aimilar ostimates
being ;sraparaci';h'?'E CIA E gesearch and ﬁtell%gem. We nust recom-
monfl that the Depariment accept a reaponsibility toward supplying
CIA with such estinates, and propdse that tha allocation of this
Mﬁ.&m o Eew#rch and ﬁtelligem should be accepted &8 proper
and lsgitinate throughout the napai-mept. While making this recommen-
dation, we should recogui ze tl-;at Ve are, in a sense, short-oircuiting
tha estimate-producing i‘unot.ioﬁ by reuémanding that Eesearch and
fnteelligenm estimates be cleared by the policy officiels of the

w kONEHIENTI
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Depar tm #nt, In theory, the&q estinatos are to serve the very ‘afficiala
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who contribute to their wn’ynration,‘ aa that the mm breaks down.
A% the preaant iime, there seeus to be no way out of t‘liﬂ imsse, :
and it. zequs likely that it is s basic consequence of the StamDe-
wtmz:t structure which cannot be changed by owr mmmnﬁahién.

(4) Besearch.
¥ should confirm the assumption of the Department that the most
proper function of ge aarch and Intellgenes is the m*éparation of
éottihé factual studies without color or prejudice, which #ill ¢0Dm
tribute to the backgrownd of mmam; on the basls of which
policy deaisions aro mades ¥o should recommend that OIR have fuller
access avan t¢ the most unsi.t.iva departmental naterisl and &hat it

we full support of the Department in a‘btcining znatemh Irm other
mnciu which ere clearly necessary to the discharga af i’sa proper

] ranction;

| »ﬁe m réﬂﬁgnized, Essemh and. Inmu;em shanld not att-mp‘h
e @ﬁduci\ any current intelli.,,eau epcrnﬂtm. ’ﬂn ﬂopartmm is
'axmey sufficiently and .rmmm served in thiu mu W the
ﬁﬂey Informstion Comaittes and by the ocurrent intcllizﬁnaa materials
| vmmé by CIA (OBZ), Amr additioaal operation of ‘this sort, would
be superflvous and probably cwnfuaing. ‘e should mt.,vg’géﬁéﬁma; |

' <<= Lov zomm
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ﬂmnﬁ tha* Resoarch and Inuellicenw take over tho fumtien of the
Polioy Intmt&ﬁn Committee, The letter is a compatent, efficient
tﬁiﬁt now aperating very sncmsmny in a 1limited arsa. |

We should emphasize that recearch is not an end in itaelf. ,2, |

orly utility is when it is miayed as ¢ tool by policy eff‘imr: in the
soiution of their problens, Hence a serious oblization mts Ppon mam
hqsia mofthiadaﬁca in the fullest anﬁmtmﬁactive way. 3y
the same tokon, they must realise that part of the mmmibility for

| WM&t or improperly formulated rescarch rosts with ‘them for mt
having made lkmown their requirements with precizion in adm,

h indicated in ths foregoing, Rosearch end Inwlli,,snn will probably
have to assume e responsibility for producing politico~economic znd
sociological estimates at the request of OHE for the inclusion in the
Iatterts nationel estimates, The relation of the twe agencies should
be recrganized on this basis end the present rivalry and bickering |
slinizated, A nicer definition of ORE's fwnction will probably man a
wnﬂi&rﬂﬂa reduction in its staff., The aplsat of these psep},e should
‘be Wﬂ ’hy Easaareh &nd Intﬁlliaance angd Ciik shonld awt allo—
eation of funds I'ar this Purpose.. The present problem of cdncurranco
should bocome & nunity es Research and Intell.tg nes is xnpplying
mmm ta CIA in the outset, Hence there should be mo gquestion of
.‘ mttnt oriticien of each other's product. ORE, for its part, should
attempt to strengthen Rusearch and fntelligence in every way possible,
whils relying upon it for substantive intelligence mnmbawnac,
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{e) Wﬁ&a—-
This is the question of the allocation of security intalliienca and

gire security taske now pertorﬁd by the Division of ?nraé.g:s Activities
#m Gorrelation to Qﬂsaarc‘i and Inﬁamr’am:e. %e should recommend that
ksearch and I;xtenimmt not attempt to engage in this field oxuept to
8 Hmited extent, T% should have access to aecurity inbelligence
informtion which 1t positively needs to discharge its/functien. It
may assume gemeral supervision of certain liaisen srrangements between
¥C and .an a::aﬁciu with which "RY alresdy has large liaison
centacty. It should net attempt to intervene in working eantaéta\bstm
¥C and deparimental agencles and should not ralse itseell as a berrier
batween other divisions of the Departnent and these agencles, It has
been assigned certaln duties in connection with epproving covert
arrangements in CIA covert mimsions and should have the cooperation
;laf ¥C in cerrylng this burden. Research and Inmmgence should eschew,
beth in in‘csnti.op and in fact, any effort to incrcase its domein at thn}
sxpenss of IC merely for the prestigo\) involved,

(k) Idbrary Functions, | ,

80 fur as we are abls to determine, the conduct of the departmental
Ubrsry under OLY is satisfactory, Ve may, perhaps, safely recommend the
m:e; of mmmmm Ubraries to OLI for a consequent oentrmsatm
ﬂf reference research in that eoffice.

() B rag,

Although this erganisstion has bsen warmly criticized by policy

sfficers, it probably has some validity as a new co of information
Approved For Release 2003/10/22 : CIA-Rm 7S] 3
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' aﬂiaetsnn abroad, A #e may suggest that an effort be male ta demonstrate

the vealue of resmch atiaches elscshere in the Beprtmsat by showing
the reports which they have prepared and point out their valus in some
dstall, We should epjrove the present functions of publication and

nase edlloction attaches,

It sesms probable that Wosesrch and {ntelligence is more sinned

its
against then sinning in respect to security of /personnel. The administra-~

Wve officials of the orgardzation appear to have taken security quustions

- Yery seriously and the Dopartment iteelf is conducting a houss ahanj.ng

Theos matiers seem to be well ordered and we smldmtateemyt to ada
te the doubts which now sxist, probably improperly, with respect to
ssourity in this staff, Atthnsmum,vewnwmtm
organisation use extreme care in reviewing the qualifieations of m

(k) Budget. 7e must recognize that Resarch and lnﬁe:xmm is regardsd
88 expendsble by the rest of the Department in mat:ers of finance |
Hi should woteh against this tendency bacamina_we pronouncad than

it hes 4n ths past «nd should recommend most vigorously thet the Depart~
meat make provision that &zmamh and Int.elugena. has adequate funds for

) the legitimate funetlons assigned to ity These should include estimate

writing as well az a researoh program, and the latier should be baclmd
by all the resources of the Department at Congresaional hearings. #e may

, CONFIDENTIAL
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"" CYFIDENTIAL -

* Inserts
We should favor itz continuance, 2lthough we should emphasize that
1% should not be an extensive activity at any one time and should
be most carefully defined so as not to interfere with the pormal

demands made u§on foreign service officials abroad.

COAFILENTIAL
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sbserve that the Depertment has not appesred to make the nmt« sfiactive
presentation cf Research and Iatplligence neadsd to f}‘oégressicml
cemmittecs and it may be eppropriate te urge that "R gell itself with

groater enthusiasm when the 1950 'bndgat is nmiar consideration.

(1) Perscanel.

ll may observe thot Research and Intelligence has a mbar of
Wh ot high qualifications, but has numbers of persens of mthax
medest tslents in its medium brackets. If, as {ncﬁcam earlicr, ORE
relessces m::% we may recommend that OIR af.m% to attract the
208t oempetent of these. In the meanwhile, attention should be directed
wawmpmmmwmn the quality of ressarch
personnel ettached to the agemcy. Ve may give our approval and sncourage-
meat to proposals for & sort of "research® traiming systen which would
sncourage youthful products of graduate ecivols to spend o:/m
with fssearch and [ntﬂMm before taking up teaching or otler
mfmm duties and Whe would serve as a permanent reserveipf talent
for tnis organizadion and perheps slso for departmental intelligence
4gancies. Ts mey wish to muke some peneral proposal of this nature with
respect to CIA and the intellicence agencies generally. e, should
point out that i.@rowt in the standing of the orsand.uﬁ.m and
stabliisation of its organizationsl structure uill both serve to attract
lmxior individusls to the uzmium

SEIRENTIAL.
2 9
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